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The purpose of this two-phase study was to compare the
advancement experiences of women and men who have progressed
to senior management to determine whether their experiences
have differed,

and,

if so,

The general hypothesis
confirmed,

was:

in what ways.
for the study,

Female senior managers'

which was

advancement

experiences have differed from male senior managers'
advancement experiences.
Semi-structured interviews were conducted with thirty
one male and female vice presidents

in the insurance

industry regarding their advancement experiences.

Phase I

of this study compared five male and six female senior
managers'

experiences with mentors,

grooming,

visibility,

personnel practices,

related experiences outside of work.
interviews

networks,

career paths,

and advancement-

Analysis of the

in Phase I revealed a theme of career-

facilitating relationships that differentiated the
advancement experiences of the men and women.
Phase II was guided by the major research question:

How

have career-facilitating relationships differed for male and
female senior managers?

Ten male and ten female senior

managers were interviewed in Phase II.
The principal outcome of this research was a typology
of eight different career-facilitating relationships which
were described by the senior managers.
were one-directional relationships,

The first set,

included career-

facilitating relationships with mentors,
career guides,

guardian angels,

included central peers,

general networks.

mentoring bosses,

and boosters.

set of career-facilitating relationships,
reciprocal,

which

The second

which were

primary networks and

Counseling spouses also emerged as an

extra-organizational career-facilitating relationship.
The female senior managers reported career-facilitating
relationships predominantly with mentors,
and counseling spouses.

guardian angels,

The males primarily reported

relationships with mentoring bosses and boosters.
categories of career guides,

central peers,

The

and primary and

general networks were reported by both men and women.
Women's career-facilitating relationships tended to be
closer,

more interactive,

and more personal than men's.

Men's career-facilitators were usually in their chain of
command,

while women's were usually several

levels above

them and in positions across the organization.
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CHAPTER I
PURPOSE,

NATURE,

AND SCOPE OF STUDY

Introduction to Study

The topic of

'women in management'

studied in the last fifteen years.
sex role stereotypes of managers
1976;

Schein,

1978),

Research has

(Bartol

1977;

White,

DeSanctis,

toward female managers
O'Leary,

1974;

& Butterfield,

(Ezell,

Terborg,

(Rosen & Jardee,

& Crino,

Odewahn,

Peters,

&

Ilgen,

1981),

1977),

1976;

Rosen & Jardee,

1974a;

and women's career development
Terborg,

Taylor &

(Bartol,

1978;

1978;

attitudes

& Sherman,

influence of stereotypes on personnel decisions
Wallace,

focused on

comparisons of male and female

management styles and characteristics
Terborg,

has been widely-

1981;

the
(Brief &
Ilgen,

Schein,

1981),
1974;

1977).

In 1986 women held 36.9 percent of the executive,
managerial,
corporations

and administrative positions
(U.S.

Twenty years ago,

in American

Bureau of Labor Statistics,

1986).

they held only 14% of management jobs.

While this reflects a significant gain in women's management
roles

in organizations during those 20 years,

most of these

gains have been in entry and mid-level positions.
Morrison,

White,

and van Velsor

(1987b)

report that

female and male executives are equally able to lead,
influence and motivate others,

to analyze problems,

1

and to

be task-oriented and verbally effective.

Nonetheless,

women have been advancing to the top managerial
(Fraker,

1984;

& Gudykunst,

Morrison,

1982).

White,

fewer

levels

& van Velsor 1987a;

Stewart

Women are not making the same progress

as men.
Recent research has addressed why fewer women than men
have been advancing to senior management positions
organizations

(Morrison et al.,

1987a).

However,

in
only

minimal attention has been paid to the experiences of those
women,

albeit very few,

(Missarian,

1980;

who have reached executive levels

Morrison et al.,

1987a).

Are women

encountering different experiences than men are as they
climb the corporate ladder?
than it is

for men?

Is the ladder steeper for women

Do women and men climb the same ladder?

Clear answers to these questions are not found in the
literature.
It is

important to examine the advancement experiences

of executive women and to compare them to those of executive
men.

If they are the same,

then we can have confidence that

the many women in the management pipeline will pursue their
managerial

advancement within the systems that are already

established and encouraged in organizations,

and

organizations will gain from the resources of both men's and
women's leadership.

If,

however,

executive advancement

experiences have differed for women and men,
important

issues.

it raises some

Are organizational and individual

systems different for men and women?

2

Are different

support

resources provided to women and men?

Do women and men have

different styles of demonstrating their leadership
abilities?

Are organizations making it easier for men to

become executives because formal and informal

systems have

supported men's advancement styles and have not supported
women's advancement styles?

Do we need separate theories of

career advancement for women and men?

If female executives

have had different advancement experiences than male
executives,

then organizational

leaders may need to redesign

their formal and informal advancement systems

in order to

accommodate the needs and styles of all of their potential
executives,

male and female alike.

This researcher hypothesizes that female senior
managers'

advancement experiences may be different from male

senior managers'

advancement experiences

reasons.

the literature reports the presence of sex

First,

bias in selection
Rosen & Miracle,
evaluation
DeNisi,

(Gerdes
1979;

(Heilman,

1980),

& Gudykunst,

& Garber,

Taylor & Ilgen,

1983;

Powell,

1981),

Nieva & Gutek,

and promotion

1982).

1983;

for several

performance

1980;

(Rosen & Jerdee,

1987;

Stevens &

1974;

Given a reported pro-male bias

Stewart
in

decisions related to women's evaluation and advancement at
lower levels

in organizations,

it would be consistent that

women have encountered sex bias at executive levels and,
therefore,

have had a qualitatively different set of

advancement experiences than male executives.

3

Second,

support systems

for advancement,

mentors and informal networks,
available to women than to men
Solomon,

Bishop,

& Bressler,

such as the

have been reported to be less
(Bartol,

1986).

1978;

Kanter,

1977;

If these support systems

have helped men reach executive levels,

then perhaps,

women

have developed other kinds of needed support systems for
their advancement.
Third,

senior management has been and continues to be

predominantly male.
domain,

When women enter the predominantly male

they enter that domain as a minority

(Kanter,

Because men would not have the same minority feelings,

1977).
it

could be expected that men's and women's experiences would
differ as they move into and advance through senior
management.
Another reason to expect different advancement
experiences stems

from the career literature which reports

that women and men generally follow different career paths.
Women have been reported to be primarily in staff positions
in organizations,

which are less powerful and influential

organizations than line positions,
are generally held by men

in

which are the ones that

(Larwood & Gattiker,

1987).

Career paths have also differed because women have had
greater responsibilities for their families than men have
(Powell,

1987).

Differences in career paths may affect the

way women and men are viewed and valued in senior management
and may,

therefore,

affect their advancement experiences.

4

The last reason for the expected differences in male
and female senior managers'

advancement experiences can be

attributed to basic gender differences in behavior that have
been reported in the psychology literature.

Women are

reported to be more self-disclosing and relational than men
and men are more oriented toward activity than women
(Davidson & Duberman,
1982).

1982; Caldwell & Peplau,

Gilligan,

These differences in interpersonal styles may be

expected to be expressed in the senior managers' working
lives and,

therefore,

in the types of relationships they

develop to enhance their career advancement.
Historically,

the literature on managerial advancement

has focused on the experiences of men,

since primarily men

had advanced to senior management positions in
organizations.

Recently,

the senior ranks,

as women have begun to move into

a few researchers have studied the

experiences of female executives
et al.,

1987a).

(Missarian,

1980; Morrison

Scholars have generally studied male and

female executives separately.

Investigations which have

systematically compared the experiences of women's
advancement to senior management with those of men who have
similarly progressed have been scarce in the literature
(Larwood,

Radford,

Larwood et al.

& Berger,
(1980)

1980).

argue that researchers should

consider women's and men's advancement separately.

They say

that it cannot be assumed that both male and female
executives view their situations in the same manner or that

5

they would take the same actions.

In addition,

actions

taken in organizations may affect men and women differently.

Purpose of the Study

In view of the need to learn if male and female senior
managers'

advancement experiences have differed and the

absence of research comparing women's and men's advancement
experiences to senior management,

the purpose of this study

is to compare the experiences of male and female senior
managers in their respective progress up the corporate
hierarchy in order to determine if their experiences have
differed and,

if so,

how they have differed.

Definitions

The terms executive,

senior,

and upper management are

used interchangeably and are defined as those positions
above middle management which are designated as being at
senior level by the respective companies.

Senior management

titles in the insurance companies which were investigated in
this study include president, vice president,
vice president.

and assistant

Advancement experiences refer to the formal

and informal organizational interactions,

events,

or

activities that managers have engaged in which have
influenced their advancement.

6

Contributions of the Study

There are several areas

in which this research is

expected to make important contributions to the
organizational behavior.

First,

field of

the study involves a

comparative study of women's and men's experiences in
advancement.

Although the literature reports an array of

experiences that women face as they attempt to progress to
senior management,

it does not specifically report how these

experiences differ from those of men.
often assumed.

The comparison is

This study will provide data collected from

both women and men utilizing a consistent methodology that
assesses and compares their experiences.
A second contribution of this study is
upper management.

its

focus on

Most of the literature on women in

management focuses on entry and middle levels of management,
but little has been done on women's progress toward higher
management levels.

Since women currently hold more than

one-third of the overall management positions
corporations,
hierarchy.

in

it can be expected that some will climb the

Therefore,

research that addresses the executive

advancement experiences of women is needed.
Research that addresses advancement to upper management
is similarly limited in the personnel
Stumph,

1983;

Stumph & London,

management literature,
middle management.

1981b).

literature

(London &

Like the women in

it tends to emphasize lower and

This study will help expand the

7

knowledge base into the area of senior management.

The

investigation will also address another scarcely researched
area in the personnel

field - the experiences encountered by

managers during the advancement process.
literature emphasizes

The promotion

implementation of organizational

promotion practices rather than the experiences that
managers have had with these practices.
The final and most important contribution of this study
is the expectation that its results will reveal
differences

subtle

in women's and men's advancement experiences.

It may help us understand if and how differential treatment
is experienced by women or men in route to senior
management.

It may also support the need for a separate

theory of career development for women and men
Gudykunst,

1982).

(Stewart &

The results will be useful to scholars as

a foundation for future research on gender and executive
advancement.

The results may also be helpful to

practitioners who can work toward improving equal
opportunities

for women with executive potential,

and

thereby allow their organizations to gain from the
leadership of more women.

Scope of the Study

This study,

which is based in the insurance industry,

is divided into two Phases.
female executives'

Phase I will compare male and

advancement experiences according to

8

seven topics which have been identified in the literature as
facilitating advancement to senior management.

Advancement

topics to be studied include experiences with mentors,
networking,

career paths,

grooming experiences,

visibility,

experiences with personnel practices,

and advancement-

related experiences outside of work.

Phase II of the study

will

focus on the advancement topic emerging from Phase I

that best differentiates women's and men's advancement
experiences:

career-facilitating relationships.

Phase I will be presented in Chapter IV,

Results of

followed by a

discussion of the results and the transition to Phase II
Chapter V.
themes

in

The results and a discussion of the important

in Phase II will be presented in Chapters VI and VII,

respectively.

Chapter VIII offers some conclusions

for the

entire study.
Chapter II presents a review of the women in management
and managerial advancement literature

It is

followed by a

description of the research design and methodology in
Chapter III.

9

CHAPTER II
LITERATURE REVIEW

Two areas in the literature are reviewed for this
study.

Research on women's managerial advancement is

presented first and reports findings on women's experiences
as they have progressed through managerial ranks in
organizations.

It is followed by a review of the literature

on managerial advancement which addresses the advancement
experiences researched in this study: mentors,
grooming,

career paths, visibility,

networks,

personnel practices,

advancement-related experiences outside of work.

and

These

topics have been selected because they have been associated
with managerial advancement in the literature.

Women's Managerial Advancement

Women's managerial advancement has been actively
researched in recent years
Wood,

1977;

Powell,

(Gutek & Larwood,

1988;

1988; Stewart & Gudykunst,

Larwood &

1982),

paralleling women's progress into and through managerial
ranks in organizations.

However,

since few women have

advanced to senior management levels,

these studies have

focused on entry and middle level positions,

resulting in a

dearth of research on women at senior levels.
The literature reports that women are similar to men in
their abilities as managers.

Both women and men have the

10

requisite characteristics for effective performance as
managers,

such as potential capability,

understanding,

competitive drive,

(Donnell & Hall,
DeNisi,

1980).

1980;

and leadership ability

Lirtzman & Wahba,

1972;

Stevens &

Women and men are also reported to be

similar in leadership behavior
Stogdill,

cooperativeness,

1972),

Bartol & Wortman,

(Bartol,

1978;

job satisfaction as leaders
1975), motivation to manage

and motivation to achieve success

Day &
(Bartol,

1975;

(Miner,

1977),

(Wood & Greenfield,

1976).

The Center for Creative Leadership reports that female and
male executives are equally able to lead,
motivate others,

to analyze problems,

task-oriented and verbally effective
1987b).

and in certain situations,

managers than men
Effretz,

and to be
(Morrison et al.,

In addition, women are reported to be more

committed to their careers than men
1986)

influence and

(Hymowitz & Schellhardt,

are rated higher as

(Bartol & Butterfield,

1976; Jacobson &

1974).

Although women and men have similar managerial
abilities,

the literature reports that women have been

treated differently from men in their efforts to advance in
management

(Bartol,

1978;

1987a; Riger & Galligan,

Fraker,
1980).

1984; Morrison et al.,
Riger and Galligan

(1980)

pose two paradigms for understanding women's advancement
experiences:

the woman-centered perspective, which focuses

on perceptions of women's characteristics and behavior
patterns,

and the situation-centered perspective, which

11

addresses the nature of the work environment faced by women
who aspire to advance to senior management.

The Woman-centered Perspective

This

framework assumes that women have been perceived

as not having the skills and traits necessary to be senior
level managers
1985).

(Hennig & Jardim,

1977;

They are seen by others as lacking the drive,

commitment,
(Hymowitz

and appropriate credentials to get to the top

& Schellhardt,

are not aggressive enough

1986).

It is believed that women

(Fraker,

1984)

emotionally equipped for senior ranks
1985).

Sutton & Moore,

Fraker

(1984)

or are not

(Sutton & Moore,

reports that some believe that women

cannot handle the tension related to advancement to top
management.
Skepticism exists about women's ability to balance work
and family

(Fraker,

1984;

Rosen & Jardee,

1974a)

where it is

expected that a man's job will prevail over family with the
converse expected of women.
Women's appearance also plays a role in their
advancement.

Attractive women are at a disadvantage when

they want to advance to male sex-typed positions,
senior-level manager

(Heilman & Saruwatari,

1979).

such as
They

experience difficulty because attractiveness enhances gender
characteristics

(Gillen,

1981).

Therefore,

attractive women

are ill suited for managerial positions because the set of
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traits that is associated with managers are masculine
(Schein,

1973,

1975,

1978).

Heilman

more femininity is perceived,

(1983)

adds that the

the less likely that

attractive women will be viewed as congruent with high level
management.

Attractive women are also judged to be less

capable than attractive men

(Heilman & Stopeck,

1985).

Another explanation for the lack of women's advancement
to top managerial positions is based on a societal bias
against the recognition of female competence which is then
reflected in organizations

(O'Leary,

1974).

When women

succeed their success is attributed to external factors
rather than the internal attributions of ability,
competence

(Feather,

1969; Heilman & Stopeck,

skill,

and

1985).

Therefore, women's previous success is not enough to get to
the top.

Women are faced with a double bind situation in

which managerial competence

(i.e.

internal attribute)

is

seen as the most important promotional criterion in complex
organizations

(Gemill & DeSalvia,

1977; Heisler & Gemill,

1978), while at the same time women's success is explained
by external factors,
and Guzzo

(1978)

rather than their competence.

Heilman

found that the causal attributions for

women's success led to fewer and less desirable
organizational rewards than did those ascribed to men.
At the root of the sex bias in causal attributions for
women's success is an inconsistency in expectations.
According to attribution theory,

success is attributed to

ability when a person performs in accordance with
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expectations
Rosenbaum,
maleness,

(Weiner,

1971).

Frieze,

Kukla, Reed, Pest,

*

If we equate managerial success with

as Schein does

(1973;

1975),

then women's success

in management is inconsistent with the expectation that it
is men who will succeed.

It is,

therefore,

regarded as an

exception to what usually occurs and is explained in terns
that are irrelevant to the woman's personal attributes,
as luck,

ease of task,

Emswiller,

or effort

(Deaux,

1976;

such

Deaux £

1974).

In summary,

research indicates that sen and woven

perceive women as not being suitable for senior management
and that others would not want to work for fenale executives
(Dubno,

1985; Morrison et al.,

1987b; Sutton & Moore,

1985).

Until there is more research addressing vosen's competence
and success as practicing executives,

stereotypical beliefs

about women as executives will prevail,

limiting their

potential to reach senior levels of management.

The Situation-centered Perspective

The situation-centered perspective focuses on those
aspects of organizational life which influence women's
opportunities to reach senior levels of management.
Nieva and Gutek

(1980)

report a pro-male bias in most

organizations, which suggests that women would encounter
different experiences in their career advancement than men
would

(Solomon,

Bishop,

& Bressler,
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1986).

The problem is

exacerbated by Solomon et al.'s

(1986)

finding that a

negative bias is apt to be most apparent when a woman is in
a position of authority.
Perhaps the most difficult obstacle preventing the
advancement of women to top level positions is the
"masculinity" of top management.
by McGregor

(1967)

This is clearly illustrated

who says,

The model of the successful manager in our culture
is a masculine one.
The good manager is
aggressive, competitive, firm and just.
He is not
feminine, he is not soft and yielding or dependent
or intuitive in the womanly sense.
The very
expression of emotion is widely viewed as a
feminine weakness that would interfere with
effective business processes (p. 23).
Research since McGregor's remarks supports his point of view
of a masculine managerial model
Powell & Butterfield,
& Moore,

1985).

1979;

Schein

(Loden,

Schein,

(1973;

1985; O'Leary,

1973;

1975)

1975;

1974;

1978; Sutton

found that successful

managers are perceived by men and women to possess
characteristics,

attitudes,

and temperaments more commonly

ascribed to men than to women.

Successful managers and men

are viewed as possessing leadership ability,
competitiveness,
ambition,

objectivity,

aggressiveness,

forcefulness,

and desire for responsibility; women are not

viewed this way.

According to Schein

(1978),

to think

manager is to think male.
Obviously, male managers easily fit into a masculine
model of management, whereas female managers do not easily
fit.

The masculine model of top management has fostered a
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situation in which there is limited opportunity for women to
advance.

Women who get promoted are reported to be those

who accept the masculine model for themselves
Riger & Galligan,

1980).

women executives,

Hennig

(Loden,

1985;

In her study of 100 successful
(1971)

reports that they identified

with the masculine stereotype of what constitutes corporate
success.
Another situational barrier that women face is that the
executive suite is predominantly male;

and the literature

indicates that executives want to keep it that way.

Male

executives prefer to groom and promote other men to
leadership positions because they prefer to have peers who
are like themselves

(Hellwig,

1985).

They tend to replace

people with others who have similar characteristics,
following a pattern of replication
Kanter,

1977a).

(Josefowitz,

1980;

Male executives are reported to be more

comfortable with other males and trust them more than
females

(Fraker,

Morrison et al.,

1984; Hymowitz & Schellhardt,

1986;

1987a).

The threat of a male's loss of power is another factor
that is reported in the literature as one which prevents
women from getting to the top.

High level managers tend to

carefully guard their power,

privilege,

who are seen as "their kind"

(Kanter,

al.,

1987a).

According to Kanter
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and perks for those

1977a; Morrison et

(1977b),

issues of trust

and power cause management to become socially restricting
and
to develop tighter inner circles excluding social
strangers; to keep control in the hands of
socially homogenous peers; to stress conformity
and insist upon a diffuse, unbounded loyalty; and
to prefer ease of communication and thus social
uncertainty over the strains of dealing with
people who are 'different.' (Kanter, p.49)
In addition, when men are in charge,

the traditional

distribution of power is maintained in organizations.

Women

moving up in the organizational structure upset this
distribution of power

(Riger & Galligan,

1980).

Traditional

patterns of deference between men and women which favor male
dominance are also disrupted

(Bass,

Krusell,

& Alexander,

1971).
Situation-centered research identifies masculinity in
organizations as a powerful influence on women's lack of
advancement to higher managerial ranks.

Conceptualizing

organizational leadership as masculine,

perpetuating the

"old boys network," and resisting changes in traditional
power structures are factors within organizations which
seriously inhibit women's advancement.

Although women who

have a "masculine" style of leadership may have some access
to the top,

the potential is limited by the other two

factors of the male network and the traditional male power
structure.
Since there are many more men than women in the senior
levels of management,

the dynamics of "tokenism" prevail,

further limiting the possibilities for women's advancement
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(Kanter,

1976).

According to tokenism,

those who are

under-represented in groups are more closely scrutinized and
are expected to side with the majority.

These dynamics

perpetuate the pressures on females to conform to the
established patterns of management.
The research is mixed on the influence of high level
women on the promotion of other women.
Jayaratne

(1974)

Staines,

Tavris,

describe the "queen bee" syndrome,

and

in which

some female executives promote the male-dominant model in
management and have a tendency to be anti-female when it
comes to advancement.
(1977)

However,

Terborg,

Ilgen,

and Smith

dispute the pervasiveness of the syndrome by

reporting that high status women tend to have favorable
attitudes toward women as managers.
Several other barriers confronting women have been
identified in the literature,
mentors,

including unavailability of

lack of access to informal networks,

visibility,

and unequal career patterns.

lack of

These are

discussed later in this chapter.
The literature presents a strong case that women
encounter many barriers as they attempt to advance to senior
levels of management.

The woman-centered perspective

teaches that attitudes toward and beliefs about women limit
their opportunities for advancement.

The situation-centered

perspective emphasizes the long-standing masculine model of
organizational theory and practice.
by masculine values which,

in turn,
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Women are handicapped
perpetuate the

predominance of men in top management and the lack of
opportunity for women to advance to those levels.

Limitations of the Literature on Women's
Managerial Advancement

A significant limitation in the woman-centered research
is that some of the research reports general attitudes
toward and perceptions of women as executives with no
references to direct experiences with women executives
(Dubno,

1985;

Fraker,

Sutton & Moore,

1984; Hymowitz & Schellhardt,

1985).

1986;

Criticism has been lodged against

hypothetical research questions and situations since they
elicit more negative responses than research questions about
particular situations

(Lee & Alvarez,

1977).

In addition,

sex stereotyping is heightened in research that does not
provide adequate information about the person or group being
studied

(Hall & Hall,

1976)

because stereotypes fill in for

missing information about women

(Rosen & Jardee,

1978).

Gender differences become less salient in work settings
because subjects have more information available to them.
Feild and Caldwell

(1979)

disappear when actual,
behaviors are examined.

argue that sex differences

rather than perceived,
Clearly,

leader

field research is needed

to offer a less stereotypical view of women as executives
and such research should be grounded in actual work
settings.

This would provide a view of real work situations
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rather than generalizing about gender bias from contrived
ones.
Another criticism of the research,
specifically,

and more

the negative portrayal of women offered by the

woman-centered perspective,
masculine model.

is the comparison of women to a

Women's leadership has been viewed from an

accepted and traditional male perspective.

Research has

focused on comparisons between male and female managers and
has tacitly assumed the questions,

"do female managers

measure up to male managers?" Common research questions have
reflected a theme of apprehension about women in management:
"Do women fear success?

Do they possess the characteristics

thought to be required of the managerial role?
executives think about women in management?
about working for women?

What do top

How do men feel

Who or what is responsible for the

stereotypical notion that female managers are less competent
than males?"

(Donnell & Hall,

1980)

The very nature of

these questions places women in an inferior position to men.
Therefore,

it is not surprising that the woman-centered

literature reflects a pessimistic and negative view of
women's executive potential, because it is research against
a backdrop of the masculine model of executive management
and based on underlying assumptions about women as
executives.
A third limitation in the women in management
literature is its focus on entry and middle level management
issues.

The literature that addresses women progressing to
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or in executive ranks is scarce.

What does exist emphasizes

the person-centered perspective

(Hennig & Jardim,

Morrison et al.,

and general attitudes toward

1987a;

women as executives

1987b;)

(Dubno,

1985; Sutton & Moore,

1977;

1985) ;

it

neglects to address organizational factors that contribute
to women's experiences in senior management or advancement
to senior management,

such as the availability of mentors or

access to influential informal networks.

Managerial Advancement

Managerial advancement research has largely focused on
entry and mid-level organizational positions;

advancement

research at the executive managerial level has been scarce
(Berman & Miner,
London

(1981b)

1985; Stumpf & London,

1981a).

Stumpf and

note that most promotion practices deal with

low and middle level management because higher level
positions are more complex and the advancement process at
that level is more subjective.

Despite the importance of

promotions to senior management, we know little about how
decisions are made,

especially when compared to other types

of personnel practices

(London & Stumpf,

1983).

The literature on managerial advancement falls into two
categories.

The first category addresses the

characteristics of the individual candidate for management
promotion.

For example,

the ability to set and achieve

objectives,

the development of subordinates,
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problem solving

and decision making ability,
groups,

effectiveness with other work

effectiveness under stress,

and intuition have been

cited as predictors of management potential
Gustafson,

& Foster,

1977).

(Norton,

Berman and Miner

(1985)

identified five general characteristics common to senior
managers,

including fear of negative outcomes which is

compensated by striving for success,
domination,

favorable attitudes toward father figures,

tendency to assert oneself,
detail.

striving for power and

In addition,

a

and a liking for administrative

common criteria

for management

promotion include being a current member of the
organization,

having a college degree,

work experience
individual
political

(Helmich,

1977;

Rosenbaum,

1979).

Other

factors that affect promotion include amount of
influence,

sex,

race,

relative to promotion vacancy
Stumph,

and having related

1983;

Miner,

1977;

and current position

(Kanter,

Roche,

1977;

London &

1979).

The second category of managerial advancement in the
literature focuses on the organizational practices and
experiences of the management candidate.

Since this study

investigates the advancement experiences of senior managers,
the second category of literature is reviewed in depth in
the forthcoming pages.
The literature on managerial advancement,
and women's managerial advancement,

in general,

in particular,

identifies several experiences that are associated with
advancing up the organizational hierarchy.
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These

experiences include having mentors,
networks,

being part of informal

being groomed for management,

following career paths,

gaining visibility,

participating in personnel programs,

and having advancement-related social experiences outside of
work.

Research on each advancement experience is reviewed

below.

Mentors and Other Career-facilitators

Mentors

Kram

(1985)

defines mentors as individuals who develop

an intense professional relationship with one or more
individuals at lower levels of an organization.

Although

there is no consistent definition of the term mentor
(Clawson,
Wrench,

1980;

1985),

Lindholm 1985; Missarian,

1980; Riley &

some characteristics appear to be similar.

Mentors hold high positions in organizations which are
commonly several levels above the protege's position.
are usually eight

(8)

to fifteen

proteges and are usually male

(15)

They

years older than their

(Hunt & Michael).

Proteges,

who are usually young professionals with high career
aspirations

(Hunt & Michael,

1983),

often attract the

attention of mentors through outstanding job performance or
similar interests or hobbies

(Noe,

Based on his work with men,
and Levinson

(1978)

1988)

Levinson,

Darrow,

Klein,

defines the mentor relationship as one
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in which one person,
experienced,

higher in the organization or more

serves as coach,

provider of moral support,

teacher,

exemplar,

counselor,

and facilitator of the

realization of the protege's dream.

Mentor relationships

are characterized by the senior's comprehensive influence in
the junior's working life, mutual involvement in the
relationships,

and a joint reliance on the relationship to

provide important services to the junior party's career
development
words,

(Clawson,

1980; Thomas & Kram,

1987).

In other

a mentor relationship is a developmental relationship

in which the conscious goal of both parties is to develop
the ability and promotability of the protege
Kram,

1984).

(Clawson &

The mentor fills the role of advisor and the

protege is the receiver

(Kram,

1985;

Levinson et al.,

1978).

Mentor relationships involve a high level of investment
for both parties

(Keele,

1987).

They are status

differentiated and involve a high personal attraction for
the junior by the senior
& Kram,

1987;

Lindholm,

(Clawson,

1980; Keele,

1985; Schein,

E.,

1987; Thomas

1978).

mentor and protege benefit from the relationship.

Both
Mentors

have the opportunity to express inner motivations to develop
young people and proteges gain the opportunity to have
support,
(Clawson,
mentors,
proteges,

guidance,
1980).

and friendship while earning competence
H.

Levinson's

(1968)

early writing on

generated from the experiences of male mentors and
describes the mentoring relationship as meeting

the ministration, maturation,

and mastery needs of mentors,
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while the protege feels appreciation,

admiration,

gratitude,

When needs are

love,

complementary,

and identification.

respect,

the relationship is solidified and is

propelled forward

(Kram,

1983).

Mentor relationships have been reported to be
instrumental in enhancing career development
Hunt & Michael,
al.,

1978).

1983; Kanter,

Jennings

(1971)

1977a; Kram,
and Roche

(Clawson,

1985;

(1979)

1980;

Levinson et

report that

most corporate presidents have had mentors who were vital to
their success.

Although the value of mentors for career

development has been well documented,

Lindholm

(1985)

suggests that it is not clear if having a mentor increases
one's probability of being promoted or whether the mentors
have merely identified more competent people,

those who are

more likely to be promoted anyway.
The literature reports a variety of roles and functions
that mentoring relationships provide.
(1978)

and Kram

(1985)

Levinson et al.

provide a framework which categorizes

the functions of mentors into career functions and
psychosocial functions.
Career functions that mentors provide include
sponsorship,

which advances the protege's career by

nominating for promotion; exposure and visibility,

which

provides opportunities for the protege to demonstrate
competence and special talents; coaching, which suggests
strategies for achieving work objectives; protection, which
minimizes the likelihood that the protege will be involved
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in controversial situations; and assigning challenging work
assignments.

In addition, mentors provide information,

doors for proteges,
1984;
E.,

Feldman,

1978).

and help develop their talent

1988; House,

1981; Kram,

1983,

open

(Burke,

1985; Schein,

All of the career functions help the protege to

establish a role in the organization,
prepare for advancement

(Kram,

learn the ropes,

and

1985).

Psychosocial functions enhance a protege's sense of
competence,

identity,

role

1985).

(Kram,

modeling,

appraisal,

counseling,
1988; House,

and effectiveness in a professional

Examples of psychosocial roles are role
acceptance and confirmation,

friendship,
1981; Kram,

and emotional support
1985; Schein,

E.,

(Feldman,

1978).

Mentor relationships have been described by scholars as
existing on a continuum.
(1978)

Shapiro,

Haseltine,

and Rowe

were the first to delineate a "patron system" of

"advice and support roles" which facilitate advancement
relationships on a continuum.

At one end of the patron

system are mentors, which is the most intense,

paternalistic

type of patron and offers the greatest career boost.
mentor patron is similar to Kanter's
"rabbi."

Next,

(1977a)

The

"godfather" and

sponsors are strong patrons who are less

powerful than mentors in promoting and shaping careers.
Guides are on the third point of the continuum.

They are

valuable for explaining the systems and teaching the ropes
of an organization,

are less able than mentors and sponsors

to fill roles of benefactor,

protector,
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and champion.

At

the far end of the continuum are peer-pals. who help each
other to succeed and progress,
strategies,
another,

share information and

provide sounding boards and advice for one

and generally help with incremental steps toward

advancement.

Those patrons close to the mentor end of the

continuum tend to be more hierarchical and parental, more
intense and exclusionary,

and more elitist.

The peer-pal

end tends to be more egalitarian and less intense and
exclusionary.
Missarian's

(1980)

work with female executives suggests

that a continuum of mentor relationships includes mentors,
sponsors,

coaches,

and peers who are differentiated by the

identification that develops between mentors and protege,
the intensity of emotional involvement,

and the resources

provided to the protege by the mentor.

Phillips-Jones'

(1983)

research,

also based on female managers,

nine types of mentors,

identifies

but does not suggest a continuum.

The types of mentors include traditional mentors,

who go out

of their way to help younger proteges and foster strong
emotional ties;

supportive bosses;

organizational sponsors,

who keep their distance and pull strings at crucial times;
and professional career mentors, who are paid for being
mentors and giving advice.
provide needed resources;

She also identifies patrons, who
invisible godparents, who act on

the protege's behalf without their knowledge; peer
strategizers, who provide support and career advice;
unsuspecting hero role models,
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who are individuals who are

regarded as role models,

but the person may not know that he

or she is providing that role;

and family career mentors,

such as parents,

spouses,

grandparents,

and adult children.

Based on research with male managers,

Clawson

(1980)

suggests four terms which represent degrees of
"developmental” relationships.

A career mentor is an older

person of relatively high organizational or career status
who,

by mutual consent,

takes an active interest in the

career development of another person of lower organizational
or career status.

He differentiates career mentor from a

male's life mentor

(Levinson et al.,

Clawson's

(1980)

relationship,

1978).

Next in

range is a quasi mentor-protege

followed by coaching,

subordinate relationships.

and then superior-

Each relationship,

respectively

is more common in organizations than the previous one.
Thomas'

(1986)

typology of career enhancing

relationships is based on research of black and white
managers and includes temporary instrumental relationships,
which involve only career functions and require little,
any, mutuality;

if

sustained career support relationships,

which primarily provide career functions and the exchange of
information about task performance and have some personal
qualities;

and mentor-protege relationships, which are

characterized by a high degree of mutuality and
interdependence and provide career and psychosocial support.
Thomas and Kram

(1987)

say that sustained career support

relationships are the most common.
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Some scholars report that mentors play a meaningful
role

in the career mobility of women

Ilgen & Youtz,

1986;

Kanter,

1977a;

Phillips-Jones,

1983;

Phillips

and Missarian

(1977)

(Hennig & Jardim,
Missarian,

Riley & Wrench,
(1980)

1985).

1977;

1980;
Research by

reveals that the

majority of women in top management positions had one or
more mentors and that mentorship was a critical

factor in

their success.
Keele

(1986)

explains that women need mentors to lessen

their powerlessness,
in organizations.
organization,

vulnerability,

and relative insecurity

"The more insecure she is

in her

the more pressure there will be for her to

depend strongly on one or more individuals who can protect
her from

(events beyond her control)"

addition,

(Keele,

p.

63).

In

women need mentors to understand the realities of

a male-dominated business culture and to obtain the
sponsorship they need to identify them for advancement
1988;

Solomon et al.,

Mentors

1986;

Stewart & Gudykunst,

(Noe,

1982).

increase the likelihood that women will receive the

support and cooperation of peers and subordinates,

which

increase the probability of success in organizations.
Mentors also reduce the stress experienced by professional
women

(Nelson & Quick,

1985).

Researchers have urged managers
Phillips-Jones,

1983;

Roche,

particularly female managers
to seek mentors.

1979;
(Cook,

(Halcomb,

Schein,
1979;

E.,

1980;
1978),

Missarian,

and
1982)

Yet mentoring relationships are relati\el\
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unavailable to many in organizations

(Kram,

1985;

Levinson

et al.,

1978)

and are particularly unavailable to women

(Berry,

1983;

Hunt & Michael,

1986;

Shapiro et al.,

1978).

1983;

Kanter,

1977a;

Keele,

There are too few women in a

high enough position to be mentors and men tend to be
unwilling to be mentors for women

(Riger & Galligan,

1980).

Male mentors may be more desirable for both male and
female proteges because males hold more centralized,
critical positions that give them access to valuable
information concerning job openings,

pending projects,

and

managerial decisions often shared through the "old boy
network"

(Smith & Grenier,1982).

wider power bases,

Male mentors may have

may help set realistic career goals,

may

provide greater visibility to important organizational
members,

and may have access to more valuable resources than

female mentors

(Woodlands Group,

1980).

But men feel

uncomfortable forming mentoring relationships with women.
Their cultural upbringing and life experiences have taught
them to see women as wives,
not as executive peers

mothers,

(Cook,

1979).

and sweethearts,

but

Both men and women are

also concerned about cross-gender mentoring relationships.
In most cross-gender mentoring relationships,
mentor is male and the protege is female
1984).

(Clawson & Kram,

The ability to form positive identification with an

individual

is an important aspect of the development of a

mentor-protege relationship
1978;

the

Thomas,

1986).

(Kram,

1985;

Levinson et al.,

Because identification is
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facilitated

when salient demographic dimensions are similar, women may
find it difficult to make positive identifications,
a significant level of trust and openness,
effective relationships with male mentors
Zollinger,

1980; Thomas & Kram,

relationships do develop,

1987).

develop

and develop
(Bowen &

If cross-gender

they may require more work than

same-gender relationships.
Cross-gender relationships present certain risks.
Sheehy

(1976)

suggests that successful mixed gender

mentoring relationships require an increased level of
maturity on the part of the mentor to cope with the
possibility of sexual relations and to keep the relationship
on a carer basis.

Closeness,

of the relationship,

trust,

openness,

respect,

informal style

and frequent interactions all

lead to closeness that may spill over into feelings of
attraction and romantic involvement.
(1984)

Clawson and Kram

present a "developmental dilemma;" on the one hand

the desire to develop a subordinate pulls one closer to
mentoring relationships while,

on the other hand,

the desire

to avoid complicated male-female relationships pushes one
away from them.

The mentor and the protege are also at risk

because of the conclusions formed by others about the
relationship

(Clawson & Kram,

1984).

In fact,

concern about

public image may cause male managers to avoid establishing
mentoring relationships with females
Kram,

1984).
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(Berry,

1983; Clawson &

Some researchers suggest that people,

especially women,

should seek other types of career enhancing relationships,
such as peer relationships
of "weak ties,"
relationships

(Keele,

(Cook,

(Kram & Isabella,

1986),

1985),

a system

and sets of mentor-like

1979).

Boss - Subordinate Relationships

Boss-subordinate relationships are the most common of
all career mentors,

although the relationship has received

little attention in the literature
1985; Thomas,

1986).

Thomas

(1986)

(Kram,

1985:

Lindholm,

reported 65% of all

career-enhancing relationships involve individuals with
their bosses,

although not all boss-subordinate

relationships are career-enhancing ones.

While supervisors

have the responsibility for assessment and development of
subordinates,

there must also be interest and action by the

senior person to enhance the subordinate1s career
development

(Thomas & Kram,

1987).

The relationship also

has some of the personal qualities of mentor relationships,
such as sharing of personal lives,
confidences
Clawson

(Lindholm,
(1980)

problems,

and personal

1985).

identified four characteristics of

effective developmental relationships between male bosses
and male subordinates.

First,

the superior saw himself as a

teacher and the subordinate sees himself as a learner.
Second,

there were high levels of respect for each other.
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Next,

there were high levels of trust contingent on

consistent behavior by the supervisor,
relationship,
subordinate,

informality in the

a willingness to share information with the
and effort to achieve optimal

with the subordinate.

level of intimacy

The fourth characteristic was

frequent interactions and the fifth was setting high
standards and proving a variety of things to help the
subordinate gain a larger perspective.

The relationships

also had high levels of mutuality.

Relationships with Peers

Relationships with peers also support career
development
al.,

1978).

(Kram,

1985?

Kram & Isabella,

1985;

Shapiro et

Advantages to peer relationships include the

lack of a hierarchical dimension,
achieve communication,

mutual

making it easier to

support,

and collaboration;

greater mutuality and reciprocity that furthers a sense of
competence and responsibility?

greater availability,

and the

opportunity to endure longer than mentor relationships and,
therefore,

offer continuity over the course of one's carer

(Kram & Isabella,
1978) .

1985?

In addition,

(and same-race peers)

Thomas & Kram,

1987?

Shapiro et al.,

relationships with same-gender peers
often provide psychosocial support

that is more difficult to achieve in relationship with
mentors of the opposite sex

(or different race)

1986).
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(Thomas,

Kram &

Isabella

relationships,
functions,

(1985)

identified three types of peer

each characterized by a set of developmental

level of trust and self-disclosure.

First,

the

primary function of a relationship with an "information
peer"

is to share information and it is characterized by a

low level of trust and disclosure.

Next,

a

"collegial

peer's" primary functions are career strategizing,
related feedback,

and friendship and its relationship has a

moderate level of trust and self disclosure.
peer"

job-

A "special

serves the primary functions of confirmation,

emotional

support,

personal

feedback,

and friendship and is

accompanied by a high level of trust and self disclosure.
In summary,

the literature on mentors and other career-

facilitators characterizes mentors and the mentoring
relationship,
relationships,

delineates functions of mentoring
and suggests continua of types of career-

facilitating relationships.

Boss-subordinate relationships

are the most common mentoring relationship and peer
relationships are also recognized as enhancing career
development.

Mentoring relationships are particularly

important for women managers,

but are generally less

available to them than they are to men.
This study will examine mentors and other careerfacilitating relationships to determine if male and female
senior managers report similar or different experiences.
Were the types of mentoring relationships the same for the
men and women?

Was one type of relationship more prevalent
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than another type for men or women?

Were mentors less

available to female senior managers than to male senior
managers?

These are some of the questions that this study

will address.
Networks

Social relationships in informal networks are
recognized as important factors in influencing advancement
(Kanter,

1979; Tsui,

1984).

People's networks help them

gather information that is helpful to them professionally,
exchange job information,

and meet people who might be

useful to them in some way.

Networking emphasizes the

exchange of general information and professional support.
Extended networks help increase a person's power because
they create new tradeoffs and greater access to resources
(Keele,

1986).

Networks,

or "weak ties," also affect one's

ability to reach contacts in high status positions, who,
turn,

affect the prestige of future jobs.

Vaughn,
ties"

1981).

(Brass,

Granovetter

(Lin,

Ensel,

in

&

Networks have been referred to as "weak
1985? Keele,

(1973)

of amount of time,
(mutual confiding),

1986; Lin et al.,

1981).

defined strength of tie as a "combination
the emotional intensity,

the intimacy

and the reciprocal services which

characterize the tie"

(p.1361).

Weak ties allow a person to

reach beyond a small social group to make connections
outside of one's own social structure.
opportunities for mobility,

Weak ties provide

are more valuable to career
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development,

and are used more often than strong ties

(Granovetter,

1973; Keele,

1986).

(A mentor is an example

of a "strong tie.")
Keele

(1986)

identifies two types of networks.

A

primary network is a small core of people who are sought out
for many different kinds of support.

These primary ties

enhance and impede attainment of career goals
Miller,

1979).

(Lincoln &

Secondary networks are sets of people for

more specialized functions often arising in the process of
performing work roles

(Keele,

1986;

Lincoln & Miller,

1979).

Organization members seek and prefer to interact with
other persons like themselves
1977a).

(Hendrick,

1981; Kanter,

One gender often feels uncomfortable in informal

settings populated by members of the other and may prefer
interactions with persons of their own gender.
and Lincoln and Miller

(1979)

Brass

(1975)

reported that sex segregated

networks exist in organizations.

The result of the

segregation is that women find it difficult to develop
strong ties with the "dominant coalition" in the
organization, who are usually white males
Kanter,

1977a).

(Brass,

1985;

Gender-segregated interaction patterns also

deny women access to information,

resource allocation,

and

the support that could aid their mobility within an
organization

(Albrecht,

1983).

Indeed, women's lack of

advancement to high levels of management is often attributed
to their inability to access the informal/influence networks
that provide the inside information to get ahead
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(Bartol,

1978; Hendrick,

1981; Kanter,

1977a; Schein,

E.,1978).

advantage of same-sex support systems, however,

An

is that they

provide needed support and understanding and may also offset
some of the stress and limitations inherent in cross-gender
developmental relationships

(Thomas,

1986).

Women are not generally well integrated into men's
networks,

including the dominant coalition,

unless women's

immediate workgroup includes both men and women
1985).

(Brass,

In his research of non-supervisory personnel

reporting to first line supervisors.

Brass

(1985)

found that

women in integrated work groups, when compared with women in
all-women work groups,

had greater access to dominant

coalitions, more contacts beyond their immediate work
groups,

and more centrality in all-male networks.

Centrality is defined as the minimum distance between a
focal person and all other persons in the focal group
& Alba,

1982).

(Blau

These women also had more critical positions

in organizations than women in all-women work groups.
Some scholars report that women tend to primarily use
formal systems in organizations,

rather than the informal

systems that may provide access to the necessary information
for moving up
Gudykunst,

(Hennig & Jardim,

1982).

Rief,

1977; Stewart &

Newstrom,

and Monczka

(1975)

report

that women do not differentiate formal from informal
structures as well as men do and are not as aware of or as
adept at developing informal networks as men are.
to rely more on constructed rather than ascribed
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Men tend

relationships as job experiences increases
1981) .
Brass

This point of view,
(1985)

is not supported by

who found that women were more adept at

building networks,
are.

however,

(Lin et al.,

especially with other women,

than men

He adds that women are more central to the interaction

networks in organizations than men are.
In summary,

informal networks are reported to be an

important influence on career advancement.
networks in organizations are usually male.

Dominant
Since sex

segregated networks are commonplace, women are often
prevented from getting the information or opportunities they
need to get ahead.

This research will examine if and how

male and female senior manager's informal networks differed.

Grooming

Early literature states that up-and-coming managers are
often "groomed" for upper management by powerful in-groups
in senior management.
Most corporations are dominated by an established
ingroup whose spirit and character pervades the
many ranks to condition the aspiring executive to
execute and enhance the proper values, beliefs,
and priorities.
Few winners are not discovered by
one or several of the ingroup well in advance of
the elevation to top offices (Jennings, 1971, p.
145) .
Kanter

(1979)

reports that organizational members

usually perceive individuals who seem to be on a "fast
track,'

groomed for the top,

and helped to move along

quickly.
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Current literature does not generally address the
concept of grooming.

The field of organizational career

development has come into its own in the last decade
1987),

(Hall,

and perhaps scholars have subsumed the topic of

grooming under career-related areas of study,
mentors and networks.

such as

This research will look at the role

of grooming in the advancement experiences of the male and
female senior managers in this study.

Career Paths

The early work of Hughes
of "career track."
entities,

(1963)

identified the concept

He explained that jobs are not isolated

but rather tend to appear as interconnected jobs

that constitute careers.

Recent research corroborates that

one career position is correlated with later positions
(Larwood & Gattiker,
Veiga

(1981)

1987; Rosenbaum,

1985).

reports that little research has focused

on whether or a not a particular career path in an
organization provides greater potential for future mobility
than does another career path.
Gattiker

(1987)

However,

Larwood and

report that line positions are more

associated with advancement than staff positions.
positions are more powerful,

have more status,

higher salaries than staff positions
& Schneck,

1971?

Pfeffer,

1979;

(Hickson,

Line

and receive
Hinings,

Pfeffer & Moore,

Lee,

1980).

Staff positions are more peripheral and are at lower levels
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than line positions.

On the whole, men progress to

"successful" positions in organizations through a path of
line positions, whereas "successful" women progress through
staff positions

(Larwood & Gattiker,

1987; Missarian 1980),

offering one example of differing career paths between men
and women.
Problems such as sex discrimination and opportunities
such as affirmative action and equal opportunity may have
also altered women's career patterns from those of men
(Larwood & Gattiker,

1987).

Women's rapid promotions

resulting from affirmative action often deprived them of
adequate job experience before a promotion, whereas men's
promotions usually followed necessary job experience.

Lack

of necessary job experience later served as a handicap to
women's subsequent advancement

(Rosenbaum,

1979b).

Affirmative Action promotion suggests not only differences
in advancement patterns between women and men,

but also

differences in the predictability of their advancement
(Larwood & Gattiker,

1987).

Women tended to move ahead more

randomly.
Early work experiences are reported to be related to
advancement.

Women often receive initial assignments in

organizations that are not as challenging as men's first
assignments
Rosenbaum

(Rosen & Jardee,

(1979a)

1974b; Taylor & Ilgen,

1981) .

argues that a job assignment is affected

by the one preceding it.

According to his "tournament

model," a challenging position that a man would get would
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lead him to another challenging position, whereas a less
challenging position given to a women would lead her to a
less challenging career path.

His later research

(1984)

reported that progressive career developments were common
and that erratic patterns were the exception.

Therefore,

women's random career patterns resulting from Affirmative
Action promotions or from family interruptions place them at
a disadvantage when compared to men, whose career patterns
are more progressive.

Larwood and Gattiker's

(1987)

research

found that women over 40, most of whom were not promoted
early in their careers, were significantly behind men of
similar age in hierarchical success.
Stewart and Gudykunst

(1982)

also report that women

generally do not advance as high as men do,
receive a greater number of promotions.

but that they

Women's promotions

tend to lead them to lower levels in organizations than
men's promotions.

Those women who do progress to high

positions do so with a greater number of promotions than men
who reach the same levels.
Career paths of men and women have also differed
because of family responsibilities.

Women often begin their

careers later than men and/or interrupt their careers for
child-rearing responsibilities
In summary,

(Powell,

1987).

the literature reports that career paths

have often differed for women and men resulting from job
assignments,

advancement patterns,
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sex discrimination,

and

family responsibilities.

This study will compare the career

paths of male and female senior managers.

Visibility

Kanter

(1979)

argues that visibility to others in

organizations contributes to one's power and,
to one's opportunity in organizations.

consequently,

A relationship

between visibility and advancement is also reported by Veiga
(1981)

who found that managers who advanced in organizations

were more involved in projects that gave them exposure to
upper management than those who plateaued.
Visibility is attained through formal and informal
channels.

In formal channels, visibility is indicated by

being located in a position which interfaces with units
outside of one's own unit,

knowing information about

activities in the unit known to other units,

having had

publicity for one's own or one's unit's activities,

and

experiencing high interest by others on one's own or one's
unit's activities.

Job activities that are extraordinary

and relevant to current organizational problems also
contribute to one's visibility and power

(Kanter,

1979),

although women's accomplishments must be regarded as
exceptional in order to be recognized
1973).

(Taynor & Deaux,

Being part of influential informal networks and

having a mentor who is well positioned in the organization
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provides visibility in informal channels
Keele,

1987; Noe,

(Kanter,

1979;

1988).

Women's advancement is often limited because they are
not given the exposure that they need
1985).

(Sutton & Moore,

Their visibility is curtailed by lack of mentors,

difficulty in accessing dominant networks,

and working

mainly in staff positions, which are more peripheral and
less relevant to organizational problems.
This study will address whether or not female senior
managers perceived that they had the necessary visibility
for advancement.

Personnel Practices

The promotion literature identifies several policies
and practices that are related to being promoted.

Most deal

with low and middle management because higher level
positions are more complex and the advancement process at
that level is more subjective
Stumpf and London

(Stumpf & London,

(1981b)

1981b).

note some ways that

candidates for promotion are identified.

These include

formalized procedures of asking personnel staff for a list,
circulating a job profile,

and posting a job notice;

and

informal procedures such as identifying qualified candidates
in a department that has a vacancy,
suggest candidates.

and asking others to

Job matching, which involves comparing

human resource talent with job requirements,
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is another

technique proposed in the literature
1981b; Wellbank,
Weiss

(1980)

Hall, Morgan,

(Stumpf & London,

& Hammer,

1978).

Harlan and

report that in their study of 50 male and

female managers in large retail organizations,

neither men

nor women had an edge on job opportunity information,
although both men and women reported difficulty finding out
what positions were available.
Assessment centers and supervisor ratings of management
potential have also been designed and used in making
management decisions
Stumpf & London,

1981b).

widely researched
Meritt,

(Rosen,

Billings,

1976;

Assessment centers have been

(Hunter & Hunter,

& Fitzgerald,

& Turney,

1984; Schmitt,

1984; Schmitt,
Ford,

Noe,

& Shultz,

1986),

especially with reference to their validity as tools for
predicting the future success of potential managers
1980; Klimoski & Brickner,
Kirsch,

1984).

1987; Schmitt,

Noe,

&

Although most research on assessment center

evaluations is based on male samples
1983) ,

Gooding,

(Cohen,

(Ritchie & Moses,

some research reports that the relationship between

assessment center results and progress in management is
similar for women and men,
advance

(Moses & Boehm,

Byham

(1980)

as are the skills needed to

1975; Ritchie & Moses,

1983).

says that assessment centers have been

designed to predict managerial success by providing raters
with an opportunity to infer qualities and traits that have
been determined to be relevant to success.

These are

standardized devices to allow assessments of traits,
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which

are then used for predicting future job success
Brickner,

(Klimoski &

1987).

Generally,

assessment centers are used to assess

management potential and,

therefore,

are used at the

beginning stages of one's career development as a manager
rather than in any direct way when management advancement
reaches the upper level of the management hierarchy.
Formal career planning and development programs have
been noted by Stumpf and London

(1981b).

These programs set

target jobs and specify developmental experiences necessary
to attain these positions after first identifying managers'
skills and interests.

Some programs are geared toward

high-potential managers to give them challenging assignments
and meaningful feedback.
Access to training and development activities is viewed
as one aspect of the opportunity structure in organizations
which relates directly and indirectly to mobility
1979; Rosenbaum,

1979b).

(Kanter,

Training and management

development programs provide skill training to managers as
they get promoted or as they progress up the hierarchy
(Rosenbaum,

1979b).

However,

training programs also provide

employees with contacts with one another and perhaps with
future supervisors,

thus serving as a mechanism for creating

the kinds of contacts that are important to career mobility
(Granovetter,

1973; Kanter,

Harlan & Weiss

(1980)

1979).
found that men were more

frequently asked to attend company-sponsored programs than
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women were.
educational

Women,

by contrast,

reported going to

institutions to gain knowledge and skills they

needed to advance.
In summary,

formal promotion practices,

assessment centers,
manager's career,
useful at all

such as

are useful at early stages of a

while training and development program are

stages.

Training and management development

programs are valuable to advancement and are reported to be
more available to men than to women.
and female senior managers'

A comparison of male

involvement in training and

management development programs will be included in this
study.

Experiences Outside of Work

The literature addresses three types of experiences
outside of work that may have a bearing on advancement.
These include socializing with peers and superiors,
involved in important community activities,
family life with career development
Bartlett & Miller,

1985;

Powell,

and integrating

(Albrecht,

1987).

being

1983;

Women's and men's

experiences appear to differ in each type.
Female managers

in male-dominated professions

excluded and isolated from social
work

(Albrecht,

of work,
clubs,

1983;

Missarian,

feel

interaction outside of
1980).

Networking outside

especially on corporate boards and in private

is often as important as performance variables in
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climbing the corporate ladder

(Bartlett & Miller,

1985).

But women rarely participate in these types of community
activities.
Women managers are more apt to be single,
divorced than male managers.

separated,

or

Female managers who are

married are more likely to carry more of the household and
childrearing responsibilities than married male managers.
Married male managers,

on the other hand,

are more likely to

have spouses who do not work than married female managers
(Powell,

1987).

Although Bartlett & Miller

(1985)

do not

view marriage as an inhibiting factor for female corporate
success,

employers and others often view marriage and

children as a hindrance for a woman's career and as an asset
to a man's career

(Bryson,

Bryson,

Bronstein,

Pfennig,

& White,

Black,

& Johnson,
1987).

1978;

This study will

look at how the male and female senior managers'
life,

community involvement,

and social

family

life may have

influenced their career advancement.

Limitations of the Literature on Managerial Advancement

The managerial advancement literature,
informal and formal advancement experiences,

which addresses
is limited by

its lack of research at the upper management level and its
lack of differentiation between the experiences of male and
female managers.
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The informal advancement experiences of having mentors,
accessing networks,

being groomed,

and gaining visibility

are all identified as being important for advancement to
senior management.

Only research on mentors includes

managers at all levels.

The research on the other informal

advancement experiences examines low and middle level
managers.
Research on formal advancement experiences,

such as the

personnel practices of assessment centers and training
programs,

is applied to entry and middle levels of

management.

Formal practices have not been studied at

senior level of management.
Early research on managerial advancement studied men
because,

until recently, managers were primarily male.

women joined managerial ranks,
both males and females.

As

research began to include

While some research has focused

exclusively on women's advancement experiences,

few of these

studies have compared the advancement experiences of men and
women.
The topic of mentors has included studies of men and
women separately,

as well as men and women together as a

homogenous unit.

With the exception of Brass' work

which compared men's and women's networks,

(1985)

research on

networks has combined men and women as a non-differentiated
group or has simply addressed the need for women to be part
of networks.

The research on grooming, visibility,

and

personnel practices generally does not separate men and
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women.

Only the literature on career paths and advancement-

related experiences outside of work has compared men's and
women's experiences.

Summary of Literature Review

The literature on managerial advancement,
and women's managerial advancement,

in general,

in particular,

identify

similar experiences that are related to advancement to
senior management positions.
illustrated in Figure 2.1,
grooming,

career paths,

These experiences,

include mentors,

visibility,

as

networks,

personnel practices,

advancement-related experiences outside of work.

and

Were these

experiences common to male and female senior managers alike?
The literature reports a pro-male bias in
organizations,

a masculine model of management,

male dominated upper management,
discrimination at all

a history of

and the presence of sex

levels of the organization.

Nonetheless,

some women have recently progressed to senior

management.

Can we assume that women and men who reach the

top have had similar experiences along the way?
Scholars report that women have less access to mentors,
networks,

and management training programs,

all of which

play a significant role in advancement to senior management.
Did the women who reached the upper ranks have similar
access to mentors,

networks,

counterparts?

so,

If,

training programs as their male

were their experiences similar to
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men's?

If not,

progress?

what experiences were instrumental

in their

These types of questions underlie the general

thrust of the present investigation.
A summary of the factors discussed,
investigated in Phase I of this study,

and to be

is shown in Figure

. .

2 1

The design and methodology of the study are presented
next in Chapter III.

Figure 2.1

Summary of Advancement Experiences
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CHAPTER III
RESEARCH DESIGN AND METHODOLOGY

Design

This research compared the advancement experiences of
male and female senior managers.
Phases.

The first Phase focused on seven advancement

experiences:
visibility,

mentors,

networks,

career paths,

personnel practices and policies,

experiences outside of work.
Phase I,

It was divided into two

grooming,
and

As a result of the findings in

the second Phase focused on the roles of other

people in the advancement process.
The research is exploratory in nature,

because so

little is known about gender and advancement experiences.
It is

intended to enhance understanding of gender

differences

in executive advancement experiences and to

provide a foundation for future research.

General Hypothesis

Female senior managers1

advancement experiences have

differed from male senior managers1
experiences.
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advancement

Research Questions:

1.

Phase I

How have mentoring experiences differed for male and
female senior managers?

2.

How have networking experiences differed for male
and female senior managers?

3.

How have grooming experiences differed for male and
female senior managers?

4.

How have career paths differed for male and female
senior managers?

5.

How have visibility experiences differed for male
and female senior managers?

6.

How have experiences with personnel practices and
policies differed for male and female senior
managers?

7.

How have advancement-related experiences outside of
work differed for male and female senior managers?

Research Question:

Phase II

How have career-facilitating relationships differed for
male and female senior managers?

Subjects

The subjects

for this study were thirty one

and female assistant vice presidents,
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(31)

vice presidents,

male
and

senior vice presidents

in ten insurance companies

Northeast.

senior managers - six women and five

Eleven

(11)

men - participated in Phase I and twenty

(20)

in the

senior

managers - ten women and ten men - participated in Phase II.
The criteria used to select subjects were that they:
considered senior managers in their own companies;

1)

be

and 2)

had been in the insurance industry for at least nine years.
Since each insurance company had few,
managers,

it was necessary to

if any,

female senior

include a total of ten

companies in the study in order to have a balanced sample of
male and female senior managers.
Subjects were identified in the following ways:

1)

the

researcher knew someone in an insurance company who gave her
names of people who met the criteria;

2)

the researcher

spoke to someone who provided her with a contact within an
insurance company;

and 3)

subjects provided the researcher

with the names of other people in their own and in other
insurance companies who met the criteria.

All

subjects

were contacted by telephone and asked if they would be
willing to participate in the study.

A total of thirty four

senior managers were asked to participate.
three agreed,

one of the participants

Although thirty

in Phase I was deleted

following the interview because her rank was below the vice
president level and one was dropped from Phase II because
she cancelled the interview appointment twice and,
subsequently,

left the company.
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Since all of the subjects were from insurance
companies,

background information on the insurance industry

is presented below.

Background Information on the Insurance Industry

The reasons
two-fold.

for selecting the insurance industry were

First,

the Northeast.

many insurance companies are located in

Since there are only a

in each company,

several

few female executives

sites were needed in order to

interview a similar number of male and female executives.
The proximity of research sites to each other and to the
researcher facilitated data collection.

Second,

the

insurance industry's consistently conservative
organizational

style allowed for some similarity in the

advancement patterns of the various companies and,
therefore,

the experiences of the executives

Historically,
traditional

the insurance industry has been very

in nature.

the ten companies

in the study.

Most insurance companies,

in this study,

including

are hierarchically

structured with multiple levels and an ever-narrowing
pyramid of managerial positions.
organized by product divisions,
insurance,

group pensions,

some companies
divisions,

Companies tend to be
such as

individual

and investments,

etc.

Although

include staff functions within product

most have separate functional divisions,

human resource management,

accounting,
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law,

etc.

such as

Upper management in the insurance industry is
predominantly male;

approximately three percent of upper

management is female.

Some insurance companies have no

women in senior management and some have a few.

Percentages

of female senior managers have not changed very much in the
past ten years,

although percentages of females

pipeline have increased considerably.
report having a
"plateaued"

"pool"

in the

Several companies

of female managers who have

at levels just below senior management.

The traditional culture of the insurance industry is
reflected in conservative styles of dress.
managers generally wear suits.
strictly followed.

Male and female

Chains of command are

Predictable behavior is encouraged,

while taking risks is discouraged.
Until very recently,

the

industry was viewed as stable

and predictable and employees typically spent twenty to
thirty-five years working for one company.
enjoyed a

"job-for-life"

past two years,

expectation.

Employees have

However,

during the

there have been dramatic declines in the

industry which have led to streamlining personnel and
several cycles of layoffs.

Early retirement options have

been experienced by many insurance companies.
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Methodology:

Phase I

Interviews

The researcher called twelve senior managers to ask if
they would be willing to participate in a study on
advancement to senior management which would involve a oneand-a-half hour confidential

interview.

One of the twelve

senior managers did not meet the criteria and was dropped
from the study,

leaving eleven interviewees.

The researcher

asked each senior manager to provide a resume or biography
at the time of the interview.

Only five subjects provided

resumes or biographies.
In-depth,

semi-structured interviews were conducted

with the eleven senior managers

in Phase I of the study.

The purpose of the interviews was to gain insight into the
advancement experiences of the male and female senior
managers and to identify those experiences that played
important roles in the respondents'

advancement to their

present positions.
All

interviews were conducted in the participating

senior managers'

offices.

Interviews were tape recorded and

lasted one-and-a-half to two hours.
The interview questions were in four sections:
chronology;

2)

General;

Description of Advancement Experiences -

Specific;

3)

1)

Description of Advancement Experiences -

and 4)

Personal Data.
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Job

The "Job Chronology" section began with the subject's
current position and traced his or her job history in the
insurance industry.

If a resume had been provided,

this

section was used to explain information on the resume.
The "Description of Advancement Experiences - General"
section consisted of open-ended questions about the
subjects'

advancement experiences.

The purpose of these

questions was to elicit personalized accounts of their
advancement and to learn what respondents viewed as the
important experiences in their advancement.
Patton's
probed,

(1980)

Following

"general guide approach," the interviewer

explored,

and asked questions to elucidate and

illuminate their particular advancement experiences.
The third section,
Experiences - Specific",

"Description of Advancement
included open-ended questions which

focused on the six identified advancement experiences in
this study.

Using Patton's "standardized open-ended

interview" format,

each respondent was asked the same set of

questions which were presented in the same sequence.

When a

respondent had initiated information during the second
section that was similar to what would have been elicited
from a questions in the third section,

the interviewer

included the relevant follow-up questions from the third
section and then skipped those questions in section three.
The Personal Data section asked questions about age,
education, marital status,

and family.

A copy of the

interview schedule for Phase I appears in the Appendix.
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Analysis of Interviews

All eleven interviews were transcribed.

Initially,

all

interviews were read in their entirety to provide a sense of
each individual interview as a whole and of the entire set
of interviews.

Next,

the transcripts were divided by sex

and each set was reread.
carefully reviewed,

Then,

each transcript was

underlined and color-coded in the left

margin according to the following eight categories
mentors
networks

(red "M")
("N")

career paths
grooming

("CP")

("G")

visibility

("V")

policies and programs
outside of work
other

:

("P&P")

("0")

("P")

In other words, when a person spoke about a mentor or a
mentor relationship,

these phrases or sentences were

underlined and a corresponding red "M" was written in the
left margin.
category.

The same procedure was followed for each

When advancement-related information was provided

that did not fit into any of the first seven categories,
was also noted and marked with a brown "P".
the underlining and color/initial coding,

it

In addition to

the researcher

marked any statement that she judged to be an illustrative
quote for potential later use.
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Each coded
written on a
coded.
"M"

was

X 8

(mentor)

or set

all

initials

of the

in the transcript
recorded

was then

on the

that were coded with an

card with a

card,

corresponding

subject and the number of the

from which the

statement was

which allowed the

return to the transcript to
statement,

sentences,

statements

were written on a

The

of

index card which had been correspondingly

For example,

marking.
page

5

sentence

if necessary.

researcher to

review the context

All

cards were

of the

also gender coded.

The data were then organized according to the
coding on the

cards.

Once

were grouped together,
several

times

the

and qualities

divided by

sex.

into

such as

Then the
The

of

roles

For example,
of mentors,

emerged.

Then,

sub-topics.

the topic

sub-topics,
etc.

one category

in

sex of

the cards

reorganized according to topics.

of the mentor category,

role models,

of

of topics within the

addressed.

of mentors

further divided

into

list

the topics

in each category were

divided

a

subjects had

the mentor category,

Topics were

of the cards

category

researcher read through them

and generated

category that the

mentors,

all

taken

of

roles

in each

same procedure was

example

of mentors was

advisors,

cards

In the

sounding boards,
sub-topic were

followed

for each

coded category.
Once differentiated,
reviewed and compared by
reported,

which appear

the

data

sex.

in each

sub-category was

Comparisons were then

in the data
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analysis

section.

Methodology;

Phase II

Interviews

Twenty-one senior managers were contacted by telephone
and asked to participate in my research on advancement to
senior management.

They were told that it would involve the

completion of a career history form and a confidential
interview which would focus on the roles of other people in
their advancement.

The career history form was mailed to

them the day the appointment was made and was to be returned
to the researcher before the scheduled interview.

Seventeen

career history forms were returned prior to the interviews.
The remaining four were given to the researcher at the
beginning of the interview.
form appears

A copy of the career history

in the Appendix.

Twenty in-depth semi-structured interview were
conducted with ten male and ten female senior managers in
the insurance industry.

The purpose of Phase II

interviews

was to gain insight into the kinds of career-facilitating
relationships that senior managers judged to have had a
direct or indirect bearing on their advancement.
As

in Phase I,

subjects'

offices,

all

interviews were held in the

were tape recorded,

and lasted one and a

half to two hours.
The interview protocol had two parts.
entitled "General

Information,"
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In part one,

the researcher asked

questions that helped clarify and expand the interviewees'
responses to the career history form.

It also served to

build rapport between the researcher and the interviewee.
The second part of the interview addressed careerfacilitating relationships.

There were four sections within

part two asking questions about mentors,
related relationships,
information,

other advancement-

informal networks,

and other related

including career-facilitating relationships

outside of the organization.

A copy of the interview

schedule for Phase II appears

in the Appendix.

As

in the interviews in Phase I,

questions
(1980)

the interview

in Phase II were open-ended and,

using Patton's

"general guide approach," were followed by questions

that helped clarify and expand the interviewee's responses.

Interview Analysis

All

interviews were transcribed.

The initial review

process of the transcripts was similar to that for Phase I.
That is,

all of the transcripts were read as a whole set,

followed by reading the set of male transcripts and the set
of female transcripts separately.

Following the grounded

theory approach of Glaser and Strauss

(1967),

described by Post and Andrews

the researcher read

(1982),

which was

and reread the transcripts and identified a list of common
themes and topics which emerged from the senior managers'
descriptions of their career-facilitating relationships.
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The emergent themes and topics were originally identified as
follows:

mentors,

supporters,
in career,
This

quasi-mentors,

peers,

bosses as mentors,

informal networks,

spouses,

interferences

and other emerging topics.
initial set of topics,

or categories,

reflected

the types of career-facilitating relationships that the
participants described in response to the questions in the
interviews.

The categories were labelled by the researcher.

The categories were determined by the judgment of the
researcher and were expected to change somewhat as the
reading-coding-organizing-studying process continued.

These

nine categories and labels seemed to this researcher to most
usefully describe what the senior managers said about their
career-facilitating relationships.
Following the identification of the initial
categories,

each transcript was carefully reread and coded

according to the initial
example,

set of

set of category labels.

For

when a small section of the transcript was read and

determined by the researcher to be a description of a
relationship with a

"boss as mentor,"

that section was

marked with "boss - M."
After the transcript of each interview was coded,
contents of each participants'

the

coded transcripts were then

sorted according to the sex of the interviewee and the
category of facilitating relationships.

In other words,

all

of the female reportings regarding a particular topic were
grouped together,

person by person,
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and all of the male

reportings on that same topic were similarly grouped
together,

person by person.

For example,

all of what one

female senior manager said regarding mentors was coded
accordingly and was then grouped together with reportings on
mentors of other women.
At the end of the coding and sorting processes,

the

researcher was able to review what each participant said
about each relationship category,
interviewees,
category,

respectively,

and what all

what the female and male

said about each relationship

interviewees said about each

category.
Men's and women's descriptions of each relationship
category were reviewed several times by the researcher,
carefully looking for similarities and differences
participants'

in the

reportings in order to make sure that common

"properties" were apparent in each category.

This

is part

of the process of delineating "core categories" that is
described by Post & Andrews

(1982).

The researcher also compared the reported descriptions
of each relationship category to other categories,

looking

for similar and dissimilar qualities between the
relationship categories.

The purpose of this procedure was

to help differentiate between the categories and to
facilitate further labelling of categories to more
accurately reflect the reportings of the interviewees.
suggested by Post and Andrews

(1982),

As

this continuous

process of reading within and between categories enabled the
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researcher to develop a final set of career-facilitating
relationship categories.

The researcher ended this

categorizing process when it became easy to assign all of
the described career-facilitating relationships into one of
the determined and labelled relationship categories.
Within each category,

three types of descriptions of

the career-facilitating relationship emerged.

It became

clear to the researcher that the interviewees described
their career-facilitating relationships according to 1)

the

characteristics of the person with whom the interviewee had
the relationships,

2)

relationship itself,

the characteristics of the
and 3)

the benefits that the

interviewee gained from the relationship.

Each career-

facilitating category was then divided into the three types
of characteristics and the interviewees'

reportings were

organized accordingly.
It was through this on-going process of coding,
sorting,

comparing,

reviewing,

and organizing that the

researcher was able to identify the nine final categories of
career-facilitating relationships that had been described by
the interviewees.

The names of the career-facilitating

relationships were selected by the researcher as being
representative of the type of role that the "other" played
in the advancement of the senior managers.

The final set of

categories of career-enhancing relationships included
relationships with mentors, mentoring bosses,
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career guides,

guardian angels,

boosters,

general networks,

central peers,

primary networks,

and counseling spouses.

Following the organization of data into separate
career-facilitating relationship categories,

the researcher

reviewed the whole set of categories for common themes
across categories.

In addition,

the set of categories for

males and females were examined separately for common
patterns and themes.
females'

Then,

the themes that emerged from the

set of career-facilitating relationships were

compared to the themes found in the males'
facilitating relationships.

set of career-

The overall themes and the

gender-comparative themes were then described and reported
by the researcher.
The next chapter presents the findings from Phase I
that resulted from the methodology described earlier in this
chapter.

The results of Phase II are presented in Chapter

VI.
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CHAPTER IV
RESULTS OF PHASE I

The purpose of chapter four is to present the findings
from the interviews in Phase I.

It includes demographic

information about the senior managers in the sample and an
analysis of the interviews.

The general hypothesis and the

research questions are presented.
The eleven men and women in Phase I of this study were
all senior officers in the insurance industry.

They

represented seven companies in the Northeast ranging in size
from 3,000 to 45,000 employees.
senior management level.

One company had only men at

The others had men and women, with

women comprising 3% to 25% of senior management.

Demographic Characteristics of Sample

The general profiles of organizational and personal
characteristics of the eleven senior managers in Phase I are
presented in Table 4.1.

Organizational Assignments

All of the men and women in this study were considered
senior managers in their respective organizations.
were senior vice presidents,

Four

five were vice presidents,

two were second or assistant vice presidents.
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and

One of the

Table 4.1

General Profiles

Women

Men

Senior vice president

4

0

Vice president

0

5

Second/Assistant vice president

2

0

Organizational
Title:

Range of number of years in company

10 - 33

Average years in company

19

Range of years in senior management

2-12

Average years in senior management
Range of number of positions

7
4-13

Average number of positions

7-30
20

3-19
8

5-11

8

7

Marital status: Married

6

5

Participants with children

4

5

Average number of children

1.7

2.6

Personal

Age range of participants

35 - 53

Average age of participants
Highest degree:

37 - 51

45

45

BA/BS

3

2

MBA

2

2

PhD

1

0

JD

0

1

female senior vice presidents had the title of president of
a subsidiary of the company where she was employed.
titles vary from one organization to another,

Because

the specific

vice president title did not necessarily connote a level of
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senior management.

For example,

a vice president in one

company may have been comparable to a senior vice president
in another.

Although assistant or second vice presidents

were not considered senior management in all insurance
companies,

the ones in this study work in companies in which

that title was considered senior management.
Men and women reported similar tenures in their
organizations,

in senior management,

and in the number of

positions they held in their respective companies or in the
industry.

Two men and one woman each worked for two

insurance companies and their tallies were based on their
experience in the industry.
The ranges for the number of years and positions in
the company or industry were also similar for men and women.
Years in the company or industry ranged from 10 to 33 for
women and 7 to 30 for men.

Women held senior management

positions from 2 to 12 years and men held them for slightly
longer - a range of 3 to 19 years.

Women held a range of 4

to 13 positions in the company or industry and men held a
range of 5 to 11 positions.

Family data

All of the senior managers in this study were married,
two of whom - one man and one woman - were remarried.
of the eleven senior managers had children.
had either two or three children.
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Nine

All of the men

Four of the women had

children - one had two,

two had three,

and one had four.

Two of the women did not have children.
The age range of the male and female senior managers
was similar.

Women's ages ranged from 35 to 53 and men's

ages ranged from 37 to 51.

Education

The distribution of highest educational degree attained
was very similar for men and women.

Five or forty-five per

cent of the senior managers had bachelor's degrees,
whom were women and two of whom were men.
six percent had master's degrees,
two of whom were men.
percent,

Four or thirty-

two of whom were women and

One man and one woman,

had advanced degrees.

three of

eighteen

The man had a J.D.

and the

woman had a Ph.D.

Analysis of Interviews:

General Hypothesis

And Research Questions

The data from the in-depth interviews confirmed the
general hypothesis:

Female senior managers'

advancement

experiences have differed from male senior managers'
advancement experiences.
Women and men reported considerably different
mentoring,

networking,

and outside-of-work advancement-
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related experiences.

In addition,

only women reported

advancement experiences related to Affirmative Action.
Women's and men's experiences with grooming,
visibility,

and personnel practices were similar.

The

career paths of the women and men in this study were also
similar.
Thorough analysis of the data in response to the
research questions follows.

Research Question 1: Mentors

How have mentoring experiences differed for male and
female senior managers?
For the purpose of this study,
interviews,

and as defined in the

a mentor was an experienced manager who had

developed a relationship with and had facilitated the career
development of a less-experienced employee or manager and
had been identified as such by the less-experienced person.
The data revealed several themes which suggested that
experiences with mentors did differ for male and female
senior managers.

These themes included the presence of

mentors,

the organizational position of mentors,

mentors,

and the roles of mentors.
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the sex of

Presence of Mentors

More women than men reported having had mentors,

and

women reported having a greater number of mentors than men.
The results are reported in Table 4.2.

Table 4.2

Presence of Mentors

Male

Female

Reported no mentor

2

0

Reported having had one mentor

1

2

Reported having had two mentors

2

1

Reported having had more than two mentors

0

3

All six of the women interviewed described at least
one mentor or mentor-like relationship in their careers
whereas only three of the five men reported having had
mentors.

Women ranged from having one to four mentors;

ranged from having zero to two mentors.
total of

men

Women reported a

fourteen mentors and men reported a total of five.

The average number of mentors
average number for men was

for women was 2.3

and the

1.0.

Two men reported that they never had any mentor-like
people who helped them in their advancement.
assume,

however,

Each did

that there must have been someone

sponsoring me" because of their rapid advancement.
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"who was

The apparent lack of mentors did not seem to affect the
advancement of the male senior managers who were
interviewed.

Three of the women,

however,

reported that the

departure of their male mentors from the organization
adversely affected the ease of their advancement.

One woman

"was always taken care of like a pampered child" and when
her mentor retired she had to do her own job seeking and
lobbying.

A second person agreed that when her mentor left

the organization,

she had to face obstacles she had not had

to face before.

Organizational Position of Mentors

Women's mentors were more typically people several
levels higher and in "influential positions" in their
organizations and men's mentors were more typically their
bosses,

as presented in Table 4.3.

Table 4.3

Organizational Position of Mentors

Men

Women

Had one mentor several levels above

(0)

(3)

Had two mentors several levels above

(0)

(1)

Had three or more mentors several levels above

(0)

(2)

Had one boss as mentor

(1)

(1)

Had two bosses as mentors

(1)

(1)

Had three or more bosses as mentors

(1)

(0)
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Six women reported a total of eleven mentors at levels
at least two above their's and three women reported having
three bosses who were mentors.

No man reported having a

mentor who was at least two levels above him and three men
described a total of six bosses who were their mentors.

Sex of Mentors

Men reported having only male mentors; women reported
having primarily male mentors.

Table 4.4 lists the

frequencies of having male and female mentors.
Women reported having a total of twelve male mentors
and two female mentors.
reported by one woman.

The two female mentors were
All of the men reported having had

only male mentors.

Table 4.4

Sex of Mentors

Men

Women

Had one male mentor

(1)

(2)

Had two male mentors

(2)

(2)

Had three or more male mentors

(0)

(2)

Had one female mentor

(0)

(1)

Had two female mentors

(0)

(1)
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Roles of Mentors

The senior managers who had mentors reported two
categories of roles that their mentors played for them developmental roles and career advancement roles.
Developmental roles included sounding boards,
teachers,

role models,

encouragement.
path pavers,

advisers,

and providers of support and

Career advancement roles included sponsors,

providers of career guidance,

appointments to projects and committees.

providers of
In general,

women's mentors played developmental roles and career
advancement roles more frequently than men's mentors.

The

roles of mentors are listed in Table 4.5.
Two men and five women described their mentors as
'sounding

boards.' A sounding board,

according to one man,

was someone "to discuss your thoughts and ideas with;
someone you can relate to."

One woman explained that her

two mentors were
always that cushion that you had when you didn't
understand, when you needed another perspective,
and something wasn't working and you weren't sure
how to talk it through.
Another woman added that "having a mentor allowed me to
behave like me and get listened

to."

Five of the women reported that their mentors also
served as advisers to them,

people they could go to for

advice about what to do and what not to do in certain
situations.

None of the men reported using mentors in this

capacity.
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Table 4.5

Roles of Mentors

Developmental Roles

Men

Women

Sounding boards

(2)

(5)

Advisors

(0)

(5)

Teachers

(1)

(5)

Role models

(3)

(0)

Providers of support and encouragement

(1)

(6)

Sponsors

(2)

(6)

Path pavers

(0)

(6)

Providers of career guidance

(1)

(5)

Appointments to projects and committees

(2)

(6)

Career Advancement Roles

Five of the women and only one of the men described
their mentors as teachers.
skills and political skills.

They taught them management
As two women explained:

He would share with me how to do things.
I
learned how to work within the system - in a
company that had a lot of top down control - in
terms of requisitions versus people versus
projected budgets.
He was a superb politician and he was very good
about tutoring me on those kinds of things - where
the bodies were buried, what kind of memo you did
or didn't send out, and lots of things like that.
Mentors-as-teachers also provided direct feedback on
management performance.
Three of the men and none of the women described their
mentors as role models in their career advancement,

75

people

they "emulated"

or from whom they "picked up pieces along

the way."
Two men and six women reported that their mentors were
very supportive and encouraging.

One man said

(he) really empowered me to be whatever I could
be.
I mean, he really did give me very good,
positive stroking in the sense that I really felt
that I could be bigger things.
A

woman commented,
if it wasn't for his guidance and support, I
probably would not be where I am today and for his
really saying 'You can do it.
You've got it.'
The mentoring role of sponsoring referred to promoting

the protege to others

for the purpose of advancement.

A

mentor who filled the sponsor role told influential others
in the organization about the protege's strengths and
potential and often recommended or endorsed the protege for
a promotion or a particular position.

All six of the women

and two of the men reported that their mentors served as
their sponsors.

That is,

all of the women who reported

having mentors said their mentors played roles as sponsors
also.

All

sponsors,

five of the men acknowledged that they had
but three of the men did not identify their

sponsors as their mentors.

Sometimes the awareness of a

sponsor was assumed rather than known.

For example,

explained his rapid advancement by saying,

one man

"there must have

been someone who was sponsoring me."
Each woman who was

interviewed gave at least one

example of a higher level male manager who worked hard to
move her up in her organization.
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Unlike the assumption of

some males that their mentors must have been sponsoring
them,

each female senior manager knew that her path paver

had gone to great efforts or had taken risks for her.
women described path pavers'

The

efforts as convincing others

that women were capable and doing the necessary lobbying and
"behind-the-scenes" work necessary to move a particular
woman into a particular position.

Here are some examples of

the women's descriptions of their path pavers:
He was actually instrumental in moving me in the
job, in getting me moved into the job.
Interestingly enough, I'm not sure that this
company would have taken that risk had it not
been for him... He made a compelling case.
I remember one of the things he did when they were
going out to see a potential client in an old line
Boston steel mill operation. . . . When they
arrived and learned that the person who was the
manager was a female, ... he told him, 'We don't
show numbers to women.' And (my boss) said, 'I
have my best analyst with me, and if you don't
show numbers to my best analyst, we can't help
you. '
Four women reported that their path pavers were men who
took responsibility for "bringing
organizations.
mentored men,
the women.

up" women in their

Although these path pavers may have also
they were the one responsible for advancing

Illustrations of women's descriptions of these

men's efforts include:
He gave women a great deal of confidence and
helped them make that transition. . . . There's a
whole set of women now in some of the 'more
managing' offices that I'm sure would have been
unheard of ten years ago because he helped to
create that experience.
The manager there was one of the best managers I
ever worked for. And he was the person I think was
probably chosen to bring - to develop (women) into
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this business because he had two or three of us
his group.

in

Reflecting on her experiences before her path paver
retired and comparing them to those of women coming up in
the organization now,

one woman said,

they are doing it on their own and not having the
varied experiences. They're feeling frustrated
because there is nobody who's watching out for
them.
Five of the women and one of the men reported receiving
career guidance from their mentors.

They were given advice

and direction about the timing and positioning of job
changes.

A man and a woman described it this way,

respectively:
He called me in and said 'I think you're wasting
your time.
You can do that job in your sleep.' So
it's like 'I'm going to ship you off to here for a
couple of years just to show you this part of our
business.'
I remember having lunch with him one day.
What
happened was we agreed it 'was time for - to
move into another job' and so I should look around
and we should let personnel know that it was time
to move me, and they should come up with some jobs
that I should be a candidate
for, that kind of
thing.
And I had interviewed for three of them
and then I had lunch with him again.
For two of the women,
function of

career guidance was the primary

their relationships with their mentors.

described it.
For people who are identified as high potential
people, you sort of had audiences with this guy
periodically and he helped, whether it was
directly to you or through the managers that he
would make known his desires about where this
person belonged next.
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As one

The six female senior managers and one of the males
reported that their mentors helped enhance their careers by
having them appointed to projects,
company-wide committees,
them broad exposure.

task forces,

important

and special assignments that gave

For example,

one female assistant vice

president reported,
He asked me to participate in the United Way.
He
said, 'I asked you to do this not only for the
community effort, but also because it's very good
for your career.' ... I couldn't believe it.
Right up to the Chairman of the Board I got to
meet - you know, people who never knew my name
before that day.
Another male and female senior manager chaired the
United Way Drives

for their companies.

Another woman

reported that her mentor "was always asking me to do this
project or that little project to give me exposure at a much
broader level than my regular job."
In summary,

the presence,

organizational position,

sex,

and roles of mentors were reported to differ for male and
female senior managers.

More women than men had mentors and

women had a greater number of mentors than men.

Women's

mentors were more typically at higher levels in the
organization than men's mentors,

who were typically their

bosses.

Men had only male mentors;

women had primarily male

mentors,

but also had female mentors.

In general,

male and

female senior managers reported that their mentors played
similar roles.

However,

women reported that their mentors

played the roles of sounding boards,

advisors,

providers of support and encouragement,
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teachers,

sponsors,

providers

of career guidance,

and providers of important appointments

more often than men's mentors.

Only men's mentors were

described as role models and only women's mentors were path
pavers.

Research Question 2:

Networks

How have networking experiences differed for male and
female senior managers?
Men and women agreed that networks - especially
informal ones - had played significant roles
advancement.

All

in their

five of the men and five of the six women

reported that their informal networks played a more
significant role in their advancement than their formal
networks.

The value of the informal network is explained

well by one female senior manager who said.
Nobody, absolutely nobody, in a company can
advance without good informal networks because of
the fact that if people don't like you, there are
a hundred thousand ways they can screw you and
you'll never know it.
A male senior manager said,
informal network,
that,

really,

when referring to his

"I wouldn't have this job if I didn't have

when you think about it."

The one woman who reported that her formal networks,
which are prescribed working relationships,

have played a

more important role in her advancement than her informal
networks explained that her formal position has allowed her
to make presentations to senior people and,
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consequently,

has provided opportunities to demonstrate her competence to
important people in her organization.

Although men and

women both reported that informal networks were more
valuable to their career development than formal networks,
only women noted the value of their formal networks.

The

main value of the formal network for three women was to make
contacts for their informal networks.
Informal networks were categorized by the researcher as
general networks and influential networks.

General networks

referred to webs of informal relationships that met job or
career related needs.

Or,

as one woman described it,

the definition of a network, to me, is lots of
people who know you and like you and wish you well
and know what you can do and are willing to work
with you.
General networks included people at all
organization,

levels

in the

but the majority of the people were in lateral

positions to the person who described his/her network.
Influential networks were comprised of people who were
perceived to be powerful and influential members of the
organization.

Although one's general network may have

overlapped with the perceived influential network,

they were

generally regarded as separate.
Both women and men reported that there are many more
men than women in their general networks.

Five of the six

women reported that they were part of a separate women's
network,

which was a subgroup of their general network.

senior managers

The

in this study reported that the influential

networks in their organizations were comprised only of men.
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Sources of General Networks

Men and women reported that they developed their
general networks
access,

from similar sources,

feelings of inclusion,

maintaining networks differed,

although ease of

efforts in developing and
and roles that networks

played differed.
Men and women reported that their networks reach
broadly across and up and down the company and are made up
of many people.

Networks were comprised mainly of men but

also included women for both men and women.
Both men and women characterized their networks as
being built on trust,
period of years.
one woman,

which often had been developed over a

The following comments made by two men and

respectively,

illustrate this well:

The problem, and you see it time and time again
when somebody brand new comes into the company, is
experience, and now they've got to go do
something.
Well, now it takes longer because
you've got to nurture those relationships.
People
don't know where you're coming from.
One of the factors that kept me here was the fact
that I would lose all of the relationships that I
had built and I would have to start all over and,
in some ways, never be able to achieve those
relationships because I would not have had all
those
years.
You can get to know people at a number of
different levels, not just always peers, and to
know them as individuals, as people with lives
outside, makes a big difference because people
trust you.
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Men and women also attributed the extent of their
networks to the length of time they had worked in their
organizations - an average of 20 years.
Women and men reported that they developed informal
networks by working on company-wide committees and through
the roles of their positions.

However,

more women than men

reported that they were assigned to task forces,

committees

and special projects as a means of developing networks.
addition,

In

more women described the nature of their jobs -

particularly in staff areas - as providing them with many
important contacts and relationships.

A woman and a man who

each made presentations as part of their jobs credited their
jobs for providing access to networks.

Access to and Feelings of Inclusion in General Networks

Although men and women reported access to and active
involvement in general

informal networks,

they described the

ease of their access and their feelings of inclusion in
networks differently.
Access referred to the ease of participating in a
network.

Inclusion referred to the extent to which a person

felt approached by others in the network.
All of the men who were interviewed said that their
access to networks had been easy and that they networked
"automatically"

and "unconsciously".

They accessed their

networks easily and their networks readily included them.
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No women described this degree
ease

of

access

ranged

of ease

from having

or

inclusion.

Their

little problems gaining

access to having considerable problems gaining access.
Women's
one

inclusion ranged

end of the

spectrum,

from considerable

to

little.

At

a woman explained,

I think that there is a network of people on all
different levels and all different jobs around the
company that, if you want to find something out,
you talk to one of them.
Other women reported having more difficulty.
example,

one woman explained that

in networks.

She had to

not experience

others

myself,

all

that

almost

although

organization and was
did not come to her

male-dominated
learning that

coming to her.

"I

for

included
and did

really had to do

in a very high position

it

in her

influential,

many men

information or advice.

some difficulty

informal
a

felt

Another woman remarked

actually quite

Women expressed

rarely

initiate her own contacts

of the time."

she was

she

For

in accessing

peer networks.

former acquaintance

One woman recalled

from childhood was

to

become her peer.
-, who is my counterpart here, and we went to
grammar school and junior high school and high
school together. So I thought, 'what a great tie
in. I know this person, it'll be fun, comradery.'
Wrong. Instant competition, threatened. Totally
the opposite of what I expected.
These women,

however,

for their own careers

recognized the value

of networks

and made the necessary efforts

84

to

build and maintain these relationships.

As one woman

explained.
Networking is probably more crucial for women than
for men. It probably helps to overcome some of the
subtle kinds of barriers that may be there.
In general, women reported greater efforts at
networking than men did.
overcome,

Women had more barriers to

they initiated more relationships,

more actively at maintaining their networks.

and they worked
More women

than men reported that they joined activities, went to
functions,

invited people to lunch,

and paid attention to

contacts they should make and follow up on.

As one woman

said.
Whenever I would meet someone in a meeting or
something and they seem like an interesting
person, I would call them up for lunch and get to
know them.
One woman had a "networking

plan."

More men reported that they spent time building their
informal networks outside of work than women did.

Four of

the men reported spending time with other managers in
activities such as golf,

tennis,

going out for beers,

socializing with them and their spouses.

and

Three women

reported that although they did not socialize with other
managers outside of work, many of their male counterparts
did.

Generally they were not invited and did not initiate

social activities themselves.

One woman did go out for

beers with "the guys" on some Friday afternoons.
Women also described being part of informal networks
with other women, which provided support and information to
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them.

One woman described how her female network helps new

female managers.
Women lay the groundwork for other women.
Laying
the groundwork for new people is very, very
important and, for some reason, men don't do that
as well with women coming up in management.
Whereas they'll get a new guy coming in that's a
new manager and they'll say, 'oh, this is so and
so, he belongs
to this country club,' and they'll
lay the groundwork for him so that he feels like
part of the
group right away. Women have to do
that for other women.
Women's networks also assisted women to gain access to
the networks that were primarily male and often the most
influential in the organizations.

Roles of General Networks

Male and female senior managers reported that their
informal general networks were very valuable to their
advancement.

They identified six functions that their

networks served:
visibility,

improving job performance,

providing information,

providing support,

providing

providing advice,

and aiding their career advancement

(see

Table 4.6).
Women reported that their networks actively served all
six functions; men's networks served all but providing
advice and support.

Although both men and women reported

that their networks shared four functions in common,

they

expressed qualitative differences in the roles that the
functions played.
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Job performance.
networks as

Although men and women both cited

improving their job performance,

the men

emphasized how networks helped them save time doing their
jobs and the women focused on how they improved their
effectiveness in their jobs.

For example,

three of the men

described the usefulness of their networks as

follows:

I use it to know who the decision makers are.
So,
when I want something, I don't spend hours trying
to figure out where to go.
I just go; it's done.
Table 4.6

Functions of Networks

Women
6
1
5

Men
5
4
2

Provided visibility
Enhanced reputation

6
5

3
1

Provided information
Provided job-related information
Provided organization related information

6
6
6

5
5
1

Provided advice

5

1

Provided support

6

1

Aided career advancement
Provided sponsorship
Provided self-initiated opportunities
Provided network-initiated opportunities

6
5
4
0

5
2
0
2

Improved job performance
Helped save time
Improved job effectiveness

Networking gets the job done faster.
You don't have to go through a lot of crap, you can
just talk to
someone. That's the key - you just get
right to it.
Three of the women described the job-related value of
their networks as follows:
The higher you get, the more you aren't able to do your
job without a lot of goodwill on everybody else's part.
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I know a lot of people and I know what they do, that
allows me to accumulate the resources that I need to
get things done.
It helped me do my job better. I could be more
effective at getting things done.
Visibility.

Networks have provided visibility to

influential others in the organization for both male and
female senior managers.

Women,

in particular,

their networks as enhancing their reputations.
vehicle for positive press," they provided
prestige,"

and

"clout."

described
They were "a

"a lot of

One woman explained that as a

woman,
You probably need to have somebody speaking up for
you, pointing out that, 'yes, she
can do the
job,' or that kind of thing, because there
probably will be more doubt in people's minds
about whether a woman can do the job better than a
man, so if there's some discussion about it, the
fact that you're in a good relationship with a
bunch of people in that room is probably more
important because there's more doubt as to whether
you can do the
job.
Information.

Both men and women reported that their

networks provided them with information which helped them
perform their jobs better.
All of the women described their networks as valuable
sources of information about the organization;
said he viewed it that way.
their

only one man

Several women reported that

networks helped them find out what was happening in

their organizations.

Only women reported that they also got

information from people in support areas,
and secretaries of important people.
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such as janitors

As one women explained,
I'm friends with a lot of people in the company male and femalethat I can pick up the phone and
say, 'have you heard anything about such and such
or am I crazy?'
Advice.

Networks provided advice primarily to women.

Four women said they went to people in their networks for
advice on how to deal with situations.

Three spoke

specifically about receiving feedback from their networks,
one of whom said that a network "covers up

your mistakes

and lets you know when something's not going well before
you find out otherwise."
One man commented,
I guess I needed to have a support system of some
sort to bounce ideas off, and I would just go out
and find people that I felt shared the same
philosophy, but who would tell me, like the
Emperor's New Clothes, who
would tell me if I
were walking around in my underwear, and it worked
very well.
Support.

Women also described their networks as

providing support and encouragement.

One woman

described some people in her network as

follows,

"They

were always that cushion that you had when you needed
one."

Another said,

"those people were so valuable at

just being good listeners."
Career Advancement.
general value of networks
senior management.

Men and women affirmed the
in

their advancement to

The comments of three women

illustrate the value:
Knowing a lot of people is necessary for
advancement.
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That's really where jobs are brokeraged is on the
informal basis.
Another added that "informal networks are more
important as you begin moving up."
One woman explained that networks are especially
important for women's advancement because they provide a
safety net for men who may want to take the risk of
promoting a woman.

She said.

Whenever men are talking about putting a woman in
a position of power, it's a real risky thing for
them to do because she might fail, and if you're
her sponsor, how embarrassing. So, if they
know
you've got a good informal network - I mean,
everybody knows that having a good informal
network helps you be successful in whatever you're
doing, so again that's something that would lower
the risk of putting a woman in a position of
power.
Networks also were reported to have provided
sponsorship for advancement for some of the men and all of
the women.

One man,

referring to the sponsoring role of his

network said.
It isn't enough to, at some level, particularly if
you want to get promoted to Vice President, it
isn't enough to have a single voice saying, 'I
want to do this. You need to have many sponsors.'
Networks served to verify that someone was good enough
to be

promoted,

that supporters

especially for women.
in

their networks can stand up for them and

say that they're good
"'Yes,

Four women reported

candidates

I've worked with her;

for a particular position.

she's good.'"

Only women reported that they went to people in their
networks

for assistance in initiating job changes.

Four

women sought information about job openings and discussed
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strategies for getting the jobs.

One said she used her

network to "find out about a job and you tell someone you
want to be on the list for it,

and you do that by virtue of

the informal contacts that you make."
friends -

Three women went to

both women - in their respective personnel

departments to help them identify appropriate job
opportunities for them.

Two of these women reported feeling

trapped in their present positions and that they were not
being approached for other positions.

Another woman

reported using her female network in the personnel
department to learn who were the women in upper management
so that she might find someone to be her mentor.
Only men reported that someone in their networks
contacted them them.

unsolicited - to ask them to work for

Two of these approaches were outside of their

companies but within the industry and one was inside the
company.
In other words,

the female senior managers reported

that they went to their networks for job changes and the
male senior managers reported that their networks came to
the men for job changes.
In summary,

informal general networks were reported to

have facilitated the advancement to senior management of the
men and women interviewed in this study.

Their networks

extended to all levels of their organizations and were built
over many years of developed trust.

However,

there were

several reported differences in men's and women's networking
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experiences.

Men reported experiencing easier access to and

more inclusion in networks than women.

Women's networks

were reported to have developed more from company-wide
projects than men's.

Women reported making more effort at

developing networks inside organizations than men,

but men

reported spending more time with people in their networks
outside of the work environment.
Men and women both reported that their networks served
the functions of improving job performance,
visibility,

providing information,

aiding advancement.

However,

providing

providing support,

and

the ways the men and women

described each function often differed.

Influential Networks

Both men and women identified an all male network of
influential people within their companies and recognized the
value of their involvement with it for advancement purposes.
The men and women both appreciated the value of having
contact with the influential network and reported initiating
efforts to make that happen.

An illustration of one man's

efforts follows:
You have to find what I call the power dealers.
When I come into an organization, the first thing
I do is to identify those people, and what do they
want, and what are they trying to do, and what do
they personally need.
Another "makes a point to go around and talk to senior
management periodically."

He said that he got to know

92

people in positions to which he aspired so that they could
be influential at appropriate times.
One woman explained.
You had to have key contacts, and you learned to
develop those and meet with them regularly,
informally and formally, and the better you have
those contacts, the better off you are
throughout the company.
And
that's your only way
to get ahead, because those people are the ones
whose names come up when you are being promoted.
There is literally a group of people who are tied
in the company who get to have a say.
The men were typically on the inside of the influential
networks and women were typically on the periphery.

All of

the men reported that they were well connected to the
influential network.

One woman thought that she was part of

the influential network.
that inclusion.
network,

However,

the others did not share

Three women said they felt outside of the

but made regular efforts to connect to it.

Two

women reported that although they did not have broad access
to their influential networks,
their mentors.

they accessed them through

One woman said that she was unsure of who

was even in the influential network in her company because
of some recent changes in management.
In summary,

both men and women recognized that

influential networks played important roles in advancement
to senior management and,
be involved with it.

therefore, made active efforts to

Men reported being part of the

influential network and most women accessed it through
others.
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Research Question 3:

Grooming

How have grooming experiences differed for male and
female senior managers?
The male and female senior managers were asked to
describe how they were groomed for senior management.
Grooming was described by the interviewees as falling into
two categories - being selected for executive development
programs and participating in a "rotation" of promotion
placements in which they were clearly being given
opportunities to learn many aspects of the company.

Both

men and women reported that they were selected for executive
development programs if companies offered them as part of
their grooming process.
Some companies had rotation promotions for their
high-potential managers; other companies did not.

The male

and female senior managers in companies with rotation
promotions both participated in this pattern.

In the four

companies without clear rotation programs of promotion,

one

man had been rotated to different areas in his company and
the rest of the men and women advanced within one general
area or division.
In summary,
and women.

grooming experiences were similar for men

With one possible exception,

they apparently

depended on practices of the companies rather than gender.
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Research Question 4:

Career Paths

How have career paths differed for male and female
senior managers?
The career paths of the senior managers in this study
differed slightly by gender.

Generally,

the groups of men

and women shared career histories of mixed staff and line
positions.
sample.

However,

First,

two differences were apparent in this

individual women's careers represented a

greater mix of line and staff positions than men's, whose
careers were more commonly in one area.

Second, more women

held line positions than men and more men held staff
positions than women.
spent in line,

The approximate percentage of time

support staff,

and professional staff is

listed in the Table 4.7.
Line areas refer to those areas in the company that are
directly related to the product and service of the insurance
company,

such as the Group Insurance area,

Product Line area,

and sales.

the Individual

Staff areas in the company

support the production of the product or service.

Examples

of support staff areas are the human resource and data
processing departments; examples of professional staff areas
are legal and accounting departments.
Women's career profiles revealed a mixture of line and
support-staff.

Women's staff positions were all in support

areas and include three in personnel,
planning and research,

two in corporate

and two in systems.
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Their line

Table 4.7

Manacrer
FI

Percentage of Time in Line & Staff Positions

% line

% staff-suooort
100%

% staff-prof

Areas
Systems

F2

40%

60%

Varied

F3

40%

60%

Varied

F4

60%

40%

Investments

F5

100%

F6

Sales,pension
100%

Ml

Personnel

100%

Actuarial

M2

100%

Lawyer

M3

100%

Accountant

M4

20%

M5

80%

Systems

100%

Systems

positions included one in sales,

one in investments,

and

three in management positions within various product line
divisions.
Men's career histories also reflected a mixture of line
and staff,

although their staff positions also included

professional staff positions.

The two professional staff

careers were in law and accounting and the senior managers
were heading their respective professional divisions.
of the men had been in staff positions only,

one exclusively

in systems and the other in a mixture of systems and
personnel.
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Two

In summary,

the male and female senior managers

experienced similar career paths of both line and staff
positions,

although individual women's careers represented a

greater mix of line and staff positions than men's, whose
careers were generally spent in one area.

Research Question 5: Visibility

How have visibility experiences differed for male and
female senior managers?
Women and men agreed that being visible to top level
management in their organizations was important to their
advancement.

There was little difference in the ways that

male and female senior managers reported that they had
become visible to top management during their advancement.
The only difference that was reported was that men responded
to questions about visibility with references only to top
management, whereas women described their visibility as
exposure to people at all levels of the organization.
Men's and women's reported methods of attaining
visibility are illustrated in the Table 4.8 below.
Male and female senior managers reported that they
became visible to top management in three ways.

First,

the

nature of their positions gave them regular exposure to
executives.

For example,

one woman's position in an

investment division required her to make presentations to
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the investment committee of the company,

which included the

chairman of the board and the top five people in the
company.

Another woman reported that when she was
Table 4.8

in

Methods of Attaining Visibility

Women

Men

Nature of positions

4

3

Special assignments

6

3

Difficult assignments

4

4

corporate planning and research,

her responsibilities

included presenting her research to the president and other
senior level managers.
That was just an extremely high profile, very
risky job.
Again, you're with senior people all
the time.
A man in the legal division reported working on many
challenging cases which provided him with "more varied
exposure in two years than I had in ten years"

in a previous

job.
The second means of visibility to top management came
from special assignments or projects or committees.
Although common to both men and women,

women reported this

method of visibility more often than men did.

Three women

and one man reported having gained visibility from heading
their company's United Way Drives and having attracted the
attention of top management by exceeding the company's goal
for the drive,

often in record time.
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One man gained

visibility to the President by being assigned to a corporate
level board.

A woman received a similar assignment.

Several people were assigned to important company-wide
projects and some headed them.
Third,
important,
situations.

men and women both gained visibility by handling
difficult,

or problematic assignments or

For example,

one man reported visibility

"being given problems to fix,"

from

and two women described their

visibility coming from "handling part of the business that
was in deep trouble,"

and "completing projects that

previously weren't moving."

In addition,

completing tasks

that were important to influential people in the
organization provided important visibility.

One man

explained as follows:
Sometimes you happen to have an assignment,let's
say, that's disproportionately important to senior
officers and you get it done.
The fact that it is
important to others somehow elevates the
achievement.
Although men and women both spoke of the importance of
being noticed for their accomplishments by top management,
five women and only one man talked about their visibility
across the company and levels below them.

One man and two

women identified their jobs in personnel as providing high
visibility for them throughout the company.

One woman

reported that her first important assignment required her to
gather facts about the company for her boss and that
provided her with extensive visibility.
her visibility came from
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One woman said that

Having good rapport with others who reported to
him (the president) . . . interestingly
enough, I
didn't think he necessarily knew me from a hole in
the ground because he spent very little time with
me.
In other words,

she attributed her visibility to him as

resulting from working with others and developing a good
reputation.
In summary,

men and women reported that they shared

methods of visibility to top management and women,
men,

more than

considered visibility as including people at all

levels

of the organization.

Research Question 6:

Personnel Practices

How have experiences with personnel practices and
policies differed for male and female senior managers?
Three types of personnel practices were reported to be
related to the senior managers'

advancement.

The first two

- involvement in management development programs and
performance appraisals - revealed no differences in the
experiences of men and women.
Affirmative Action policies,

The third,

experiences with

was reported by five of the

women and none of the men.
Both women and men reported having had varied
experiences with management development programs sponsored
by their companies.

Experiences with these programs

appeared to be related to the particular company's practices
rather than to the sex of the high-potential manager.
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In

other words,

both male and female senior managers attended

an executive development program if their respective
companies sent its high-potential people to such a program.
Some people reported that their companies have no management
development programs for their senior level managers.
Little reference was made to the role of performance
appraisals

in the advancement of the senior managers.

Three

of the women described them as providing positive
assessments of their performance that were not thought to be
related to their promotions to senior management.

In fact,

two women spoke of having to use their positive ratings as
illustrations that they deserved promotions that they had
not received but believed that they deserved.
Five women reported the direct effects of their
companies'

Affirmative Action policies on their advancement.

Of these five,

three felt the effects

two in the mid-80's.

One women described her company as

"looking for any female with a brain"
seventies.

in the early 70's and

in the early

The two others referred to this period as one

during which they were "singled out"

and given many

management promotion opportunities which have since been
curtailed.

One woman described her company as having

very positive Affirmative Action climate;"

"a

another reported

that although her company has been "very male dominated,"
she had recently been appointed to a committee by the
President to look at equal opportunities
management.
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for women in

In summary,

the personnel policies related to

Affirmative Action were reported to have played a role in
women's advancement.

Participation in management

development programs was reported by men and women when
particular companies offered programs.

Research Question 7:

Experiences Outside of Work

How have advancement-related experiences outside of
work differed for male and female senior managers?
Men and women reported three categories of experiences
outside of work that had bearing on their advancement.
These were family life,
and spouses,

community involvement,

company employees,
spouses.

including the influences of children
and social life with

including sports and socializing with

Considerable differences were reported for men and

women in each category,

Table 4.9

as summarized in Table 4.9.

Experiences Outside of Work
Women

Men

Family life: Influence of children
Spouse as instrumental supporter
Spouse as advisor

6
3
6

0
5
0

Community involvement

3

5

Social:

0
0

3
2

Sports
With spouses
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Family life

A summary of family demographics is presented in Table
4.10.

Table 4.10

Family Life
Women

Men

Married

6

5

Have children

4

5

5
1

0
5

Spouse's employment:

Full time
Part time

All of the women talked about the influence of children
- or not having children - on their advancement;
not an expressed issue for any of the men.
had children made direct references,

such

this was

Those women who
as:

With the other two, I was pretty clear I didn't
want to travel a lot ... As they got older . .
I felt comfortable travelling.

.

I was an assistant vice president there and I made
a lateral move because I was having a second child
and it was over an hour's ride to
work...So, this
made it much easier. I'm three miles door-to-door.
I probably shouldn't have left because I could
have gone on to much bigger and better things
there. I think it was a tough decision, but I
think a woman in her career sometimes has to make
choices when you're juggling family and career.

Women without children referred specifically to the
influence of not having children:
I didn't have children so I was able to work the
necessary hours or travel or whatever.
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To try to do the kind of job ... a lot of travelling,
a lot of late
nights, a very erratic schedule.
I
think it would have been very
difficult to do with
children.
All men and most of the women reported having spouses
who were instrumentally supportive of their careers.
is,

That

their spouses played a supportive role so that the

senior managers'

careers could be accommodated.

Men

unanimously reported that the support that they received
from their wives,

none of whom worked full time when their

children were young,

allowed them to meet the necessary

demands of their jobs,

often at the expense of family life.

I worked a lot of hours, and a lot of personal
sacrifices.
My family had to make a lot of
personal sacrifices and generally they have been
understanding and cooperative.
She recognizes that I've got to spend a lot of
time doing this and I think that she agrees that
that's important.
But I think that the support is
important . . . But, I mean, I think that probably
the family may
have gotten the short end of the
stick in terms of total amount of my time.
Whereas the kinds of support men reported receiving
from their spouses were consistent - mainly allowing him to
do his job while she took care of the family needs - the
kinds of support women reported were varied.

In one case,

the senior vice president's husband was in the traditional
executive's-spouse role;

he stays home and cares

children and the house.

Another woman's husband,

full time,

for the
who worked

reportedly shared family responsibilities with

her.
I have a husband who does more than his 50%..•I go
home and my dinner's
on the table.
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Describing her husband's acceptance of her desire to
accept a position that required her to live in another city
during the week,

a third woman said.

My husband is very supportive.
what drives me and, therefore,
road blocks.

He understands
doesn't throw up

One woman reported that her husband had a love-hate
relationship with her job.
Loves the money that I make, hates the fact that
I'm not at home doing the traditional role and
hates, I think, underneath it all, really has a
lot of trouble dealing with the fact that I make
more money than he does by a wide margin . . .
Since I've taken this job, he's made it very clear
that he does not like my working and very much
resents my job and (the company) in particular.
The two remaining women made no references to their
spouses roles

in accommodating their careers.

Several women reported that their spouses'
advisors

facilitated their advancement.

roles as

Illustrations of

three women's comments follow:
I have a husband who's very good and gives me
feedback.
He is a wonderful person to talk about what is
going on here and get a really objective appraisal
about it because he knows me and he
knows my
strengths and weaknesses, and he's a loving critic
and he can
really say, 'this is what really
happened in that situation and this is
what you
were doing.'
My husband gives me good advice when I need it.
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Community Involvement

Four of the five men interviewed reported
outside-of-work involvements in their communities which they
viewed as directly and indirectly influencing their
advancement.
directors,

These involvements include boards of

participation in charitable civic organizations,

and speaking engagements.
involvements
interests;

Three women reported outside

which were focused on their particular
one is a trustee at the college she attended and

the other two belong to a Chamber of Commerce group of
executive women.

Three women reported that they have no

time for community involvements because of responsibilities
to their families;

no men indicated a similar lack of time.

Social Life

Three men reported participating in sports with others
in the organization and saw these activities as generally
relating to their advancement.
participation in sports.

No women reported such

One women explained that she and

other women she knows do not have time outside of

work

hours to get together with others because "women have a life
outside that is dependent on getting home to husbands and
children."
Four women described their social
separate from their professional
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lives,

lives as being
with little overlap

of "circles" unless a social gathering has been scheduled
for a group,

such as a boss taking his

"direct reports"

their spouses out for dinner once a year.
women reported,

however,

Three of these

that some of their male peers,

particularly at high levels,
of work.

and

did socialize together outside

Two of the men who were interviewed reported that

they and their spouses socialized with other company
employees outside of work.
In summary,

men reported having fewer family pressures

and greater accommodation from their spouses than women.
Women received career-related advice from their spouses.
addition,
and social

In

men were more involved in community commitments
life with company employees.

Summary

Analysis of the data from the interviews

in Phase I

suggested several differences in the advancement experiences
of male and female senior managers
illustrated in Table 4.11.

in this study,

as

Those advancement experiences

that were reported to be different for men and women were
experiences with mentors,

experiences with networks,

advancement-related experiences outside of work,
experiences with Affirmative Action.

and

The men and women in

this study reported few differences in gaining visibility.
Differences

in grooming experiences,

career paths,

and

experiences with personnel policies and practices other than
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Affirmative Action appeared to be related to the advancement
practices of individual organizations.
determine differences by sex,

In order to

research would have to be

conducted in one organization or in organizations with
similar advancement practices.
The analysis of Phase I will be discussed in Chapter V,
which will also explain the direction for Phase II of this
study.
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Table

4.11

Summary of Phase

RESEARCH QUESTIONS
1.

Results

RESULTS

How have mentoring experiences
differed for male and female
senior managers?

a.
b.
c.
d.

2.

I

How have networking experiences a.
differed for male and female
b.
senior managers?
c.
d.

presence of mentors
organizational
positions
sex of mentors
roles of mentors
access to networks
inclusion in networks
efforts to build
networks
functions of networks

3.

How have career paths differed
for male and female senior
managers?

a.

mixture of
staff

4.

How have grooming experiences
differed for male and female
senior managers?

NO

DIFFERENCES*

5.

How have visibility experiences NO DIFFERENCES
differed for male and female
senior managers?

6.

How have experiences with
a.
personnel policies and practices
differed for male and female
senior managers?

Affirmative Action

7.

How have advancement-related
experiences outside of work
differed for male and female

family life
community involvement
social life

a.
b.
c.

line and

senior managers?
Unable to determine differences because advancement
experience is function of individual organizational
practices.
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CHAPTER V
DISCUSSION OF FINDINGS

IN PHASE I

Chapter four presented the results of Phase I,
confirming the general hypothesis:

Female senior managers1

advancement experiences have differed from male senior
managers'

advancement experiences.

The management

literature acknowledged that women's advancement experiences
have differed from men's at entry and middle level
management.

The results of Phase I

of this study also

suggested advancement experiences differ for women and men
at the senior level of management,

albeit with a limited

sample.
Seven advancement experiences were addressed in Phase I
of this study.

Analysis of the data suggested that three of

them - experiences with mentors,

experiences with networks,

and advancement-related experiences outside of work differed for men and women in several
Career paths,

grooming,

important ways.

and experiences with personnel

practices appeared to be more related to the practices of
individual companies than to sex,
Action,

except for Affirmative

which was reported only by women to have contributed

to their advancement.

Visibility experiences of the male

and female senior managers were generally similar.
The three advancement experiences that differed for the
male and female senior managers - mentors,

networks,

and

experiences outside of work - will be discussed first,
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followed by a discussion of the findings
four advancement experiences.

from the remaining

A general discussion of the

set of advancement topics will

follow,

leading to a

rationale for Phase II of this study which focuses on male
and female senior managers'

advancement relationships.

Discussion of Each Advancement Experience

Mentors

Phase I of this study suggested that the presence,
organizational position,

sex,

and roles of mentors differed

for male and female senior managers.
The women in this study reported that they had more
mentors in their career advancement than their male
counterparts.

More women than men had mentors;

and women

with mentors had more mentors per person than men.
Missarian

(1980)

found that mentors played a prevalent

and meaningful role in the advancement of the ten female
senior managers whom she interviewed.
(1987a)
women.

Morrison et al.

supported the importance of mentors
Roche

(1979)

for successful

also reports the prevalence of mentors

for male senior managers.

The results of Phase I

suggested

that although mentors may be prevalent for successful men
and women,

in fact,

they may have been more prevalent for

women.

Ill

It may be that women actually need more mentors than
men do in order to advance in a male dominated hierarchy.
This may explain why the women in this sample had more
mentors than the men.

For example,

the women reported that

their mentors provided them with sponsorship and access to
influential networks,

both of which have been reported in

the literature to be necessary for advancement.

Men

probably do not need this help as much as women because,
members of the dominant group

(Ranter,

1977),

easily connected to the important networks.

as

they are more
Indeed,

the

male senior managers reported that they were more easily
connected to networks than the female senior managers
reported.
The management literature reported a dearth of suitable
mentors

for female managers,

management

(Berry,

Shapiro et al.,

1983;

1978;

especially at higher levels of

Hymowitz

Warihay,

& Schellhardt,

1980).

1986;

This study suggested

that female managers who advanced to senior management had
mentors and,

in fact,

counterparts.

had more mentors than their male

Have the findings of this study contradicted

the reported dearth in the literature?

Or might it be

expected that since there were not enough mentors
in general,
to get them?

for women,

that those who do advance have figured out how
The absence of enough mentors

female managers helped explain,

in part,

for women to advance to higher levels.
that women may,

indeed,

for advancing

why it is difficult
This study suggested

need to have mentors and that those
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who do advance not only had mentors,

but may have had more

mentors than their male counterparts.
In addition,

suitable mentors have been generally

thought to be mentors of the same sex
Michael,

1983;

Shapiro et al.,

managers

in this study,

1978).

(Cook,

1979?

Hunt &

The female senior

like their male counterparts,

were

successful at developing mentor relationships with men.
Although several cross-sex issues may have arisen in the
mentor relationships of the female senior managers,
were not reported and,

therefore,

they

may not have been

significant enough to deter the development of the
relationship or to limit the advancement-related benefits of
the relationship.
The findings related to roles of mentors

introduced a

new and important dimension to the research reported in the
literature.
et al.

Kram

(1978)

(1983,

1985),

Missarian

(1980),

and Shapiro

suggested sets of roles that mentors play that

were similar to the ones found in this study.

However,

the

existence of gender differences in the types of roles
mentors played for male and female proteges has not yet been
reported.

This study suggested that women's mentors may

play a greater variety of roles than do men's.
only women's networks served as
preparing others

'path pavers,'

For example,
a role of

for her advancement and one that only women

may need at this time.

In addition,

the extent to which

particular common roles played by mentors may differ for men
and women.

For example,

women reported that their mentors
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sponsored them to others more frequently than men reported
that their mentors sponsored them.
Another difference between female and male senior
managers'

mentor experiences suggested that the

organizational positions of their mentors differ.
bosses and managers who were several

levels above a protege

had both been identified as likely mentors
Kram,

1985;

Shapiro et al.,

1978),

Although

(Kanter,

1979;

no reference has been

made in the literature that differentiates the location of
females'

mentors as compared to males'

differentiation,

however,

mentors.

The

did exist in this sample.

Women

appeared to form mentor-protege relationship with men who
were several

levels above them in order to receive the

sponsorship,

visibility,

'path paving,'

and access to the

dominant male group in upper management that a boss may not
have been able to provide.

Men,

on the other hand,

did not

appear to need as much advocacy from above because they
"fit" more easily into the dominant group and may not have
needed the leverage that women did.
bosses have been men,

If senior managers'

as was primarily true in this study,

it appears to have been easier for men to develop mentor
relationships with their bosses and they may not have needed
to look elsewhere for a special career-facilitating
relationship.
The results of Phase I suggested that sex differences
exist in the mentor experiences of this small
and female senior managers.

sample of male

Further research might broaden
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and,

perhaps,

amplify the differences in mentor

relationships between men and women who have advanced to
senior management.

Indeed,

several questions have emerged

that need to be investigated in depth with a larger sample.
Have female senior managers had more mentors than men?

Is

there a consistent pattern in the location of men's and
women's mentors

in the organizational hierarchy?

How have

the roles that mentors have played differed for male and
female senior managers?

What other factors have

differentiated the mentor relationships of male and female
senior managers?

Have there been other types of career-

facilitating relationships for both male and female senior
managers that have played important roles
advancement to senior management?

in their

These are but a few of

the questions that warrant further research and will be
addressed in Phase II of this study.

Networks

The network experiences of the men and women in this
study suggested several

sex differences.

While the men

enjoyed easier access to networks and felt more included
within them,
experiences

the women gained more advancement-related
from their networks.

That is,

women's networks

reportedly served more functions than men's networks.

Women

reported that they tended to work harder at developing
networks within their organizations and men reported that
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they built their networks more on the outside of the work
environment.

The last major difference was that although

most organizational networks
comprised of men,

for men and women were

most women also had a separate network of

women.
The literature has reported that women have less access
than men to the informal organizational networks

(Berry,

1983;

Kanter,

Brass,

1977a;
1981).

1985;

Hymowitz

Shapiro et al.,

& Schellhardt,

1978;

White,

Crino,

All of the female senior managers

report having access,

1986;

& DeSanctis,
in this study did

but also reported that it was more

difficult for them to attain this access than the male
senior managers reported.
less

included.

The women also reported feeling

The lack of feelings of inclusion was

supported by Kanter

(1977a)

who reported that men,

in the high proportion group in an organization,

who were

were more

likely to be included in informal networks and that others,
in this case women,

are more likely to be excluded from

informal peer networks.

This was consistent with the

findings that the female senior managers

in this study

reported that they worked harder at developing networks than
the male senior managers did.
Women also reported that they developed their own
networks with other women,

which met some of their

informational and interpersonal needs.
Networks served more,

and sometimes different,

functions for women than they did for men.
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As with mentors,

the variety of roles may have been commensurate with the
variety of needs that advancing women had when compared to
advancing men.

Indeed,

the network functions that served

women more than men were those that were important for
advancement,
reputation,

such as providing visibility,

enhancing

and providing job-related information.

Comparisons of the functions of networks

for women and men

have not been reported in the literature and warrant more
in-depth study with a larger sample of male and female
senior managers.
The contrast between women building and developing
their networks on company time and men building their
networks outside of work is not surprising.

Corporate men

have traditionally built their networks on the golf course
or by playing other sports.

Women,

on the other hand,

often

have family responsibilities which limit their available
time outside of work and are not generally invited to play
with the men if time was available.

Women's time boundaries

limit their networking time to working hours.

Indeed,

these

patterns parallel the experiences of the senior managers

in

this study.
Another difference reported in the results

is that

although women and men both viewed their informal networks
as more valuable than their formal ones,

women identified

their formal networks as also being useful.

Women's

judgment that informal networks were more valuable than
formal networks refuted the findings of Hennig and Jardim

117

(1977)

who reported that women perceive formal networks as

being more valuable than informal ones.

However,

recognition of the value of formal networks
Stewart and Gudykunst

(1982)

women's

is supported by-

who reported that women

perceived the importance of formal networks as being greater
than men did.

The women in Phase I of this study viewed

their formal networks as especially useful
contacts with informal networks.
mentors and informal networks,

This may,

for making
in addition to

be one more method women use

to find their way into the mainstream of influence in their
organizations.
The finding that the male senior managers

in this study

believed that they were inside of their organizations'
influential networks while the female senior managers
believed themselves to be the periphery raises some
interesting issues.

The literature reported that

influential networks and top management were comprised
predominantly of men.
phenomena.

Women in top management are a new

It might be expected that those who reach senior

levels have also become part of the influential networks
organizations;

however,

in

most of the women in this study did

not report that they felt part of the influential networks
in their respective organizations.

The male senior managers

in this study did report that they felt included in
influential networks.

Although this study has revealed a

difference in men's and women's
influential networks,

feelings of inclusion in

it does not tell us if men and women
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used the same criteria to judge their feelings of inclusion.
This study also does not tell us whether or not the male and
female respondents were viewed by others in their respective
organizations as being part of their organizations'
influential networks.
The sample in Phase I,

although small,

suggested

differences in male and female senior managers'
experiences.

network

Additional research with a larger sample would

broaden the understanding of the differences and could
address the questions that have emerged thus
study.

For example,

far in this

what types of informal networks have

male and female senior managers had?

How have the functions

of informal networks differed for male and female senior
managers?

Has the value of informal networks differed for

male and female senior managers?

How have the methods of

access to networks differed for male and female senior
managers?

How have the methods of building networks

differed for male and female senior managers?

Phase II of

this study will consider these questions.

Advancement-related Experiences Outside of Work

The male and female senior managers in this study
identified family life,

community involvement,

and social

activities as the three types of experiences outside of work
that have had bearing on their advancement.
reflected differences between men and women.
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Each category

Family life differences have been well reported in the
literature

(Powell,

1988).

Since women have more everyday

responsibility for children than men,

it was consistent that

all of the women in this study reported the influence of
children on their career advancement.

None of the men

referred to the influence of children in their advancement;
this is consistent with their reporting that their wives did
not work full time and filled instrumentally supportive
roles.
A new finding under the category of family life
suggested that spouses of female senior managers actively
advised them on job advancement related matters, whereas
spouses of male senior managers did not fill that role.
Perhaps this is explained by both spouses working full time,
and,

therefore,

having more work-related issues in common

than when only one spouse works.

Women may also seek

specific advice from their spouses to help them function
better in the predominantly male environment of management.
It may be safer to learn about organizational maleness from
one's spouse than from male colleagues at work.

Women may

also seek more advice and support than men because they are
part of the minority group at their level in their
organizations.

They simply may have more people in their

lives from whom they seek advice and support and may add
their spouses to the list of available and valued advisors
and supporters.
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The findings also suggested that male senior managers
are more involved in community activities than their female
counterparts.

Because of family responsibilities,

female

senior managers have had less available time for community
work.

Since community involvement is generally more highly

regarded than family responsibilities in corporate life,

one

might ask if men's involvement in community affairs helps
their career advancement.
The men in this study reported greater involvement than
reported by women in social activities with other senior
managers,

specifically sports and socializing with spouses.

Both of these activities strengthened ties between the men
and provided opportunities for gaining information and
building political allies.
boys'

It was an aspect of the "old

network" from which the women in this study have been

excluded.
The findings related to advancement experiences outside
of work that were most similar to those cited for mentors
and networks were the roles that spouses play in
advancement.
managers'

They added to the theory that female senior

advancement experiences included sets of

relationships that appeared to have differed from men's.

Grooming

Contrary to the expectation that men may experience
more grooming experiences than women because they are part

121

of the established ingroup

(Jennings,

1971),

the women and

the men in this study reported similar grooming experiences.
Their experiences followed the typical grooming practices of
their companies,

such as management rotations and executive

development programs.

Sex did not appear to be a factor.

The concept of grooming,

as defined by Jennings

(1971),

suggested a socialization process in which aspiring
executives are taught the proper values, behaviors,
and priorities by the powerful ingroup.
has become outdated.

beliefs,

Perhaps the concept

The men and women in this study did

not consider their grooming experiences to have played a
very important role in their advancement.

They did not

report grooming to have been a socialization experience,

but

viewed it in terms of formal opportunities that had been
provided to them once they were recognized as

'high

potential' managers.

Career Paths

Women have traditionally come up the ranks through
staff positions.
(1980)

Morrison et al.

(1987a)

and Missarian's

research with female senior managers demonstrated

this pattern.

Men have more typically progressed to the top

through line positions.
Were the career paths in this small sample atypical?
For women,
no.

the answer was probably yes and for men,

probably

The women in this sample represented approximately 50%

122

of the female senior managers

in their organizations.

This

sample of women may have been typical of women's career
paths.

The men,

however,

the male senior managers

represented approximately 8% of
in their companies,

representative picture of men's career paths.

a much less
Data

collected from the larger pool of male senior managers or a
derivative random sample could provide more accurate
information about male senior managers'

career paths.

Another clue to the atypical nature of the men's career
paths was the information gathered about fast track areas
the senior managers'

companies.

in

They identified the sales

and actuarial areas as those tracks most likely to lead to
top management,

tracks that were comprised predominantly of

men.
Senior management in Phase I of this study represented
seven different companies.
potential

Two companies developed their

senior managers by moving them around the company,

which explained the mixture of line and staff paths for two
of the women and one of the men.

The other companies

developed their senior managers along direct lines.

Seven

of the senior managers spent 100% of their career histories
in the same corporate area.

One woman changed from staff to

line after completing an MBA in finance.

Any conclusions

relating to career paths must be based on studying similar
organizational patterns

for developing senior managers.

The reports of the male and female senior managers
this study differed from Stewart and Gudykunst's
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(1982)

in

findings that women experienced a greater number of less
incremental promotions than men in order to reach the same
level

in an organizational hierarchy.

years in their companies,

years

The average number of

in senior management,

and

number of positions during their tenure in their
organizations were very similar for the male and female
senior managers

in this study.

Visibility

All of the senior managers attributed their
advancement,

in part,

to their visibility.

They had plenty

of opportunities to demonstrate their competence to top
management through special assignments,
dealing with difficult assignments,
their positions.

by successfully

and by the nature of

Although Sutton and Moore

(1985)

reported

that women were not given the opportunities they needed to
show their competence in organizations,

this study suggested

that those women who did advance to senior management
apparently had the necessary opportunities to be visible,
did their male counterparts.

as

Perhaps having had more

mentors than the men in this study provided the opportunity
for women to get the visibility they needed to advance.
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Personnel Practices and Policies

Experiences with Affirmative Action programs was the
only difference involving personnel practices and policies
that was reported by the men and women in this study.
AA programs targeted women and minorities,

Since

women's

experiences would be expected to differ from men's.
The similarities in female and male senior manager's
training and development experiences were supported by the
recent work of Greenhaus,
who

Parasuraman,

and Wormley

(1988)

found that white women's and white men's experiences

with training and development activities did not differ.
this study,

In

the nature and extent of development experiences

depended upon company policies and practices and did not
appear to be related to sex of those who advanced to senior
management.

General Discussion

Several differences between men's and women's
advancement experiences have been suggested in Phase I of
this study.

The majority of the differences

fall within

categories that involve relationships with other people.
Men's and women's descriptions of their experiences with
mentors,

networks,

several differences

and others outside of work revealed
in this study with a common theme that

can be labelled career-facilitating relationships.
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It

appeared from the sample in Phase I that those women and men
who did advance to senior management differed in the
prevalence,

types,

and depth of those relationships they

developed which had bearing on their advancement.
Indeed,

other differences between male and female

respondents emerged in Phase I that were not related to
relationships with other people.

Only women reported that

Affirmative Action policies affected their advancement.

Men

reported more involvement in community affairs than did
women.

Patterns of career paths suggested that women's

previous positions tended to be a mix of line and staff
positions,

while men's tended to be in one or the other.

Each of these differences warrants

further study for a

better understanding of their impact on men's and women's
advancement.

However,

the researcher will reserve further

consideration of these differences
For the present study,

for a future time.

the topic of career-facilitating

relationships has been selected to be explored in depth.
The reasons

for this choice are discussed below.

Differences emerged in Phase I
senior managers'

experiences with mentors,

with others outside of work.
these as

in male and female
networks,

and

The researcher has identified

"career-facilitating relationships."

The reporting

of these differences with a small sample of six women and
five men within a broad interview protocol warrants
study.

First,

further

by using a larger sample and a more in-depth

interview protocol specifically involving career-
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facilitating relationships,

it is possible to learn more

detail about how these relationships may actually differ for
male and female senior managers.
Second,

a comparative study of men's and women's

career-facilitating relationships has not been reported in
the literature.
The literature on advancement has combined women and
men into one category - executives or senior managers - or
has

focused exclusively on women.

A comparative study of

men and women would shed some light on how each sex has
developed these important career-facilitating relationships.
Perhaps

it would reveal that certain types of relationships

are more prevalent in and helpful to women's career
advancement than men's.
et al.'s

(1980)

Such a result would support Larwood

and Stewart and Gudykunst's

(1982)

suggestions of separate theories of career development for
women and men.
A third reason for studying career-facilitating
relationships

is the need for greater understanding of the

range of relationships that have bearing on advancement for
both men and women.
The literature relating to career enhancing
relationships has addressed mentors,

peers and networks.

The term mentor has had many meanings.
(1978)

research on mentors introduced a continuum of patron

relationships that included mentors,
pals."

Shapiro et al.'s

Kram

(1985)

sponsors,

and Phillips-Jones
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(1983)

and "peer
offered

similar lists of types of mentors and mentor-roles.
Missarian

(1980)

and Thomas

(1987)

relationships on a continuum.

also described mentor

Kram and Isaballa

focused on the value of peer relationships.

(1985)

Clawson

(1980)

studied boss-subordinate relationships of male managers.
The patterns reported by the authors cited above were
reflected in the general

findings

in Phase I of this study.

The male and female senior managers

in Phase I described

their career-facilitators as mentors,
others,

bosses,

spouses.

friends,

sponsors,

mentor-like

people in their networks,

and

This diversity suggests that a range of different

types of relationships were meaningful to the senior
managers'

advancement.

The findings

in Phase I suggest that a wider range of

career-facilitating relationships than reported in the
literature may exist which differentiate the advancement
experiences of male and female senior managers.

A

comparative study of male and female senior managers'
career-facilitating relationships will allow the researcher
to extend beyond relationships with mentors,
bosses,

peers,

and

to look at the types of relationships that senior

managers perceived as having had bearing on their
advancement,

and to study how these differed for men and

women.
The final reason for selecting career-facilitating
relationships

involves the personal

interest of the

researcher who views advancement in organizations as,
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among

other things,

a social process.

beings who learn behaviors
others

(Ziller,

1963).

Individuals are social

from a core group of important

Many of the relationships that men

and women form in organizations are instrumental to their
career development and personal growth
1985;

Levinson et al.,

offer support,

1978;

advice,

(Clawson,

Phillips-Jones,

information,

1979;

1982).

visibility,

Kram,

They

clout,

and

other social/emotional/political benefits during
advancement.

Although relationships with others are

important to one's growth in organizations,

we know little

about career-supporting adult relationships other than
mentoring relationships

(Kram &

Isabella;

1985).

And we

know less about differences between men's and women's
relationships.
In conclusion,

there are several possible factors that

bear on advancement to senior management.
competence and performance;
Affirmative Action;

luck,

within organizations;
relationships.

legal policies,

timing,

such as

and opportunity structures

demographics;

Phase II will

These include

and career-facilitating

focus on the latter factor,

career-facilitating relationships,

because of the reported

differences between men and women in Phase I,

the lack of

gender comparisons of career-facilitating relationships in
the literature,

the need for an expanded view of career-

facilitating relationships,

and the interest of the

researcher who views social relationships as playing
important roles

in career advancement.
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The intent of Phase II

is to compare in depth the

career-facilitating relationships of male and female senior
managers.

Rather than being limited to the mentor,

and network relationships previously reported,
examine career-enhancing relationships

peer,

Phase II will

in general,

as

defined by the senior managers in that phase of the study.
Although the research will
relationships,

focus on organizational

it will also address those advancement-

related relationships that exist outside of the organization
which the senior managers may identify.
findings in Phase I,
report a full

Based on the

it is expected that men and women will

range of relationships that they view as

having had bearing on their advancement and,

that the range

and types of relationships will differ for men and women.
The major research question for Phase II

is:

How have

career-facilitating relationships differed for male and
female senior managers?

The results of the data collected

during Phase II are reported in the next chapter.
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CHAPTER VI

RESULTS OF PHASE II

The purpose of chapter six is to report the findings ofthe interviews

in Phase II

in answer to the major question

which is guiding the research:

How have career-facilitating

relationships differed for male and female senior managers?
This chapter presents and compares the patterns and themes
in the career-facilitating relationships that were described
by the male and female senior managers
study.

in Phase II of this

The reader is reminded that the methodology for

Phase II was described in Chapter III.
This chapter is divided into four sections.

The first

section presents a profile of the male and female senior
managers who participated in Phase II.

The second section

reviews the eight categories of career-facilitating
relationships that emerged from the interviews.
three describes

Section

in depth each of the career-facilitating

categories according to the characteristics of the other
person or persons
relationship,

involved,

the characteristics of the

and the perceived benefits of the relationship

to the senior manager in the study.

A comparison of men's

and women's experiences in each category follows.

Finally,

the fourth section summarizes the comparison of male and
female senior manager's career-facilitating relationships.
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Profiles of Senior Managers in Phase II

Ten female and ten male senior managers in eight
Northeastern insurance companies participated in Phase II of
this study.

Five companies from Phase I were also

represented in Phase II.

As in Phase I,

one company in

Phase II had only men in senior management.

The other

companies represented in Phase II had both men and women in
senior management.
The demographic profiles of the senior managers in
Phase II of this study are described below.

Organizational

assignments and personal data are summarized in Tables 6.1
and 6.2 respectively.

Organizational Assignments

The senior managers in Phase II held the positions of
Senior Vice President, Vice President,

and Second Vice

President at the time of the interviews.

Five Senior Vice

Presidents included four men in both line and staff areas
and one woman heading a line division.

The largest

group in Phase II, Vice Presidents, was comprised of five
males and eight females who supervised both line and staff
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Table 6.1 Demographic Profiles:

Organizational Assignments

Women

Men

1

4

Vice President

8

5

Second Vice President

1

1

1

2

Vice President

6

2

Second Vice President

1

1

0

2

Vice President

2

3

Second Vice President

0

0

Average percent of career in line

60%

52%

Average percent of career in staff

40%

48%

Range of years in company/industry

9-19

9-27

Average years in company/industry

14.5

20.3

Range of years in senior management

1-9

2-15

Title:

Senior Vice President

Line positions:

Staff positions:

Senior Vice President

Senior Vice President

Average years in senior management
Range of number of positions

3.3

8

3-14

3-12

Average number of positions

7.2

7.2

Worked for one insurance company

9

6

Worked for two or more companies

1

4

areas of their respective companies.
Presidents,

one male and one female,

positions.
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The two Second Vice
each held line

At the time

of the

management positions
line areas.

The men
five

in

addition,
each of

Phase

staff areas

and eight positions

the

line positions

in Phase

II

line areas

the men
and

held

set of women
and

at the time

spent an average

are unlike those

and Missarian

as

of

staff positions.
in

staff

areas

interviews.

of

of their time

50%

in

60%

of the

reported by

(1980),

in Phase

I

progressed through both
spending

spent

In

of the men and women

both

in

of this
line

slightly more time,

Larwood and Gattiker

through

staff positions

line positions.

study,

and

in

of whom reported that

and successful men progress through
II,

in

senior

line positions.

successful women usually progress

Phase

40%

five positions

line/staff career paths

II

(1987)

in

staff

The

women held two

On the average,

their careers

and

in

interviews,

In

most women and men

staff positions,

on the average,

with women

than men

in

line positions.
Seventy percent
career paths
only

included both

forty percent

were mixed
careers

of the

line

staff.

line

females'

career paths

Phase

where

I,

greater mix of

line

of the male

and

in either

female
and

staff positions,

senior managers'

The males

tended to

or staff positions.
in Phase

II

individual women's
line

senior managers'

and

are

career paths
spend their

Males

careers

in one area.
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and

similar to those

in

represented a

staff positions then men's,

careers were more commonly

whereas

whose

The female senior managers spent less time in the
insurance industry and had fewer years in senior management
than their male counterparts.

The women spent a range of 9

to 19 years and an average of 14.5 years

in the industry as

compared to the men who ranged from 9 to 27 years and
averaged 20.3 years.
for 1 to 9 years,
positions

Women held senior management position

averaging 3.3,

years and men held similar

for 2 to 15 years with an average of 6.8 years.

Although the women spent considerably less time in the
insurance industry and in senior management positions than
men,

they had an equal average number of positions to men.

Women were promoted on the average of once every two years,
while men were promoted on the average of once every three
years.
(1982)

This

finding supported that of Stewart and Gudykunst

who reported that women receive more frequent

promotions than men,

but did not support their findings that

women's promotions are less
therefore,

incremental than men's and that,

women did not advance as high as men did.

In

this study,

women's promotions were more frequent than men's

promotions,

but were no less

Gudykunst's finding,

incremental.

Stewart and

based on a large sample of women and

men at lower levels of the organization than those in this
study,

may have been representative of general populations

of women in organizations,

but may not necessarily be

representative of those who "make it"
management.
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to senior levels of

More women than men worked for only one insurance
company,

whereas men were more likely than women to work for

two or more insurance companies.

This

finding may suggest

that 90% of the women were satisfied with their rapid rates
of advancement and chose to stay in the same companies.
risk of changing companies
opportunities

for women may be greater because

for women's advancement are often uncertain in

organizations.

Women may chose to stay where that know

their advancement has been accepted.
hand,

Men,

on the other

have more flexibility in their opportunities

advancement,

The

for

which may account for the forty percent of the

men in this study who chose to change organizations within
the industry and who continued to advance with the changes.

Personal Data

Personal data

includes

family and educational

information and is summarized in Table 6.2.

Family Data

Nine,

or 90% of the men and eight,

or 80% of the women

in Phase II were married at the time of the interview.
man was divorced and two women had never been married.
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One

Table 6.2

Demographic Profiles:

Personal

Data

Women

Men

Married

8

9

Divorced

0

1

Single

2

0

Participants with children

6

10

Average number of children

1.0

Marital

status:

Age range of participants

36 - 40

Average age of participants
Highest degree:

37

- 53

38

46

High School Diploma

0

1

BA/BS

5

5

MA/MBA

3

3

JD

2

1

All of the men had at least one child.
2.1 children.

2.1

Men averaged

Only six of the women had children,

averagingl.25 children for married female executives and 1.0
children for the set of ten women.

This sample is somewhat

representative of other comparative samples of family data
on male and female senior managers.
to the findings of a 1979

study by Korn/Ferry who reported

that 95% of the male executives
and that 97% had children.

It is almost identical

in their study were married

A 1982

study of female

executives reported that 52% were not married and that 39%
did not have children

(Powell,

1988).

In this study,

20% of

the female executives were not married and 40% did not have
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children.

Although the percentages

in Korn/Ferry's report

are considerably lower for unmarried women than what was
found in this study,

the trends are the same.

Female

executives are more likely to be single than male executives
and married female executives are less likely to have
children than married male executives.

Female executives

must choose between being "superwomen"

and managing family

responsibilities with a demanding career,
children,

not having children,

to have time

having fewer

or not being married in order

for the demands of an executive position.

male executives are not faced with these choices.
males

in this study are typical,

The

If the

wives of male senior

managers stay home and assume the household and child
rearing responsibilities,

which allows their husbands to

pursue the demands of their executive positions.
The female senior managers
were considerably younger,
senior managers.

in Phase II of this study

on the average,

In addition,

than the male

the age range for the female

senior managers was much narrower than the range for male
senior managers.
average age of 38.
averaged 46.

Women's ages ranged from 36 to 40 with an
Men's ages ranged from 37 to 53

and

Since the women were promoted one and one-half

times as often as the men,

it is not surprising that they

would be younger than the men at similar management levels.
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Education

The educational background of the male and female
senior managers in Phase II was quite similar.
five women had bachelor's degrees,
master's degrees,

Five men and

three of each had

and two women and one man had law degrees.

The only interesting difference is that one man's highest
degree was a high school diploma.

He did begin,

but never

completed college.
In summary,

the profiles of organizational assignments

are generally similar for the male and female senior
managers

in Phase II of this study.

differences emerged.

However,

two

One distinct difference is that the

women have spent less time in the insurance industry than
men,

but,

nonetheless,

have received the same number of

promotions and have reached the same levels of management as
the men.

Another difference is that the women tended to

stay in one company more than the men did.
The profiles of personal data generally differed for
the men and women in this phase of the study.
managers were less likely to be married,

had fewer children,

and were younger than their male counterparts.
background was similar for both groups,

Female senior

Educational

except that one of

the male executives did not have a college degree.
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Overview of Categories of Career-facilitating Relationships

An important finding in Phase II of this study was the
identification of a typology of career-facilitating
relationships.

The typology differentiated the types of

relationships that respondents reported had bearing on their
advancement to senior management.
"mentor"

is

Although the term

frequently used by scholars and practitioners,

it usually refers to a wide range of career-facilitating
relationships,

including mentors.

analysis of the respondents'
"mentoring"

relationships,

Indeed,

after careful

descriptions of their

it became clear that they were

referring to several different types,

or categories,

of

career-facilitating relationships.
As explained in Chapter III,

a thorough and on-going

process of analysis of the twenty interview transcripts,
including coding,

sorting,

organizing the data,

comparing,

revealed,

reviewing and

in the end,

nine reported

categories of career-facilitating relationships.
categories were not immediately obvious
Phase II analysis,

These nine

in the beginning of

but emerged from intensive analysis,

guided by grounded theory,

which lead to core categories,

described by Post and Andrews

(1982).

as

The categories

include career-facilitating relationships with mentors,
mentoring bosses,
central peers,

career guides,

primary networks,

counseling spouses.

guardian angels,
general networks,

boosters,
and

The first eight career-facilitating
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relationships were developed within the organizations of the
senior managers.

The last category,

counseling spouses,

maintained outside of the organization.
Chapter III,

was

As mentioned in

these nine categories seemed to most helpfully

account for important types and differences in careerfacilitating relationships reported by the male and female
senior managers.
The strongest career-facilitating relationship
described by the senior managers was with mentors.
provided a long term,

hierarchical,

relationship with their proteges.

close,

Mentors

and interactive

Mentoring bosses provided

a close and interactive coaching relationship with the
senior managers which was limited to the time when he or she
reported to that boss.

Relationships with career guides

emphasized career advising.
Career-facilitating relationships with guardian angels
and with boosters were both characterized by behind-thescenes support for the senior manager's advancement.
Guardian angels and boosters were differentiated by the
organizational position of the career-facilitating "other,"
the amount of interaction,

and the presence or absence of

carefully watching the progress of senior manager.
Relationships with central peers were usually close,
interactive and reciprocal.

Central peers were close

friends within the organizations.
in senior managers'

Relationships with people

networks were also reciprocal and

provided mainly business-related information.
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Relationships with counseling spouses comprised the
last category.

Although this relationship was maintained

outside of the organization,

it was included in the findings

because of the career-guiding role that many spouses were
credited with filling for the senior managers.
In many instances,

similar behaviors occurred in more

than one category of relationship.

The categories address

the major thrusts of the relationships and are not
necessarily meant to be precise,

all-inclusive descriptions.

In-Depth Review of Career-facilitating Relationships

In this section,

career-facilitating relationships with

mentors, mentoring bosses,
boosters,

central peers,

career guides,

networks,

guardian angels,

counseling spouses,

external peers will be described in detail.

and

Each

description will show what personal characteristics,
relationship characteristics,

and benefits of the

relationships to the senior managers were dominant in each
category and how they may have differed for the men and
women in Phase II of this study.

These three perspectives

emerged as a pattern by which each career-facilitating
relationship was described by the senior managers in Phase
II.
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Relationships with Mentors

Relationships with mentors were the closest and most
intense of the career-facilitating relationships that were
described by the senior managers.

All of the women reported

having relationships that fit into the mentor category,
while only one man described a mentor relationship.

Characteristics of Mentors

Mentors were described as having common characteristics
in personal data,
personalities.

organizational position,

and

Mentors of the senior managers in this study

were primarily male.

Of the fifteen career-facilitating

relationships which were classified to be with mentors,
thirteen were with males and two were with females.

On the

average, mentors were eighteen years older than their
proteges.
All of the reported mentors were in positions several
levels above the proteges when the relationship began.
were in other areas in the company and,

therefore,

have a direct or indirect reporting relationship.
the mentors were in the same areas,

Most

did not
Two of

but in positions well

above them when the relationships started.

Seventy five

percent of the mentors were "stars" in their respective
organizations.

That is,

they were either high level

managers at the time when the relationship began,
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or reached

high levels at some time in their careers.
mentor was the chairman of the board,

For example,

one

two became presidents,

and six were or became senior vice presidents.
Several of the senior managers described their mentors
as having personalities that were difficult for most people
to work closely with.
autocratic,

tyrannical,

They used such words as difficult,
and egotistical.

One female vice

president explains.
He has
one of
manage
hasn't
around

a very difficult personality and I've been
the few people I think who has been able to
that personality that he has, so that he
eaten me alive like some other people
here.

One mentor was described as "terribly unapproachable"
another as "shy and not easy for most people to get close
to," and another as having "a terrific personality,
protege)

but

(the

seemed to be the only one who saw it."

Mentors were also described by their proteges as being
competent,

bright,

creative,

and visionary.

Two female vice

presidents described their mentors as follows.
He is, despite his difficult personality, he's a
good idea person.
He's a very visionary sort of
person. That's been helpful in helping me expand
my horizons.
He is very good at what he does,
clear advantage to me.

and that's been a

Characteristics of Relationships with Mentors

Most of the relationships with mentors were formed
early in the interviewees'

careers and lasted through
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several changes in their positions.

Some of the

relationships weakened when the interviewees reached levels
in the organizations that were close or equal in status to
the mentors'

positions.

Two female vice presidents

explained.
It has changed. I think the level, the change of
job, the 'kick her out of the nest and let her fly
alone is part of it. I don't need his infusion as
much as I did before, so I think it's just kind of
naturally waned to a point that we both know it's
still there but it's not as needed and it's not as
intense.
I don't want the same relationship with him
anymore because I felt it was a paternal thing and
I feel I'm an equal with him now.
I know I can
still go to him, but I usually choose not to.
Female senior managers reported that their mentor
relationships were developed and maintained within
organizational parameters.
offices,

had lunch together,

They met in one another's
or had time together when they

travelled.
He would share a panel and I would be a speaker or
he would set me up as a chair and he would be the
keynote.
Having the opportunity to go out for a
couple of days to a convention... is much more
relaxed. You have travel time, you can have a
drink or dinner with each other. So, those were that was a great opportunity for us in a very nonsterile way to have discussions.
Meeting in the early evening when both were working late
hours was also a common time for mentors and proteges to get
together.
Socializing with mentors outside of working hours was
reported to be minimal,

if at all.
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Very few senior managers

said that they went out for drinks,

dinner,

or other

activities together or socialized together with spouses.
The focus of the mentor relationships for both the
mentors and the proteges was primarily toward the protege's
development.

The mutual

intention was one-dimensional,

although the interviewees described their mentors as
benefiting from the relationship indirectly by feeling
pride,

a sense of accomplishment,

their proteges succeed.

and satisfaction in seeing

As one female manager explained.

It was a very, very big investment on his part.
But he got satisfaction out of it as well, a whole
lot of satisfaction.
The senior managers described themselves as

fitting

well with their mentors because of similarities or because
they complemented one another.

They reported that they

tended to like each other on a personal basis
beginning.
mentors as

from the

Senior managers described the fit with their
illustrated by two women and one man:

I think it was more of a personality fit.
I think
we just liked each other. He was extremely bright,
and very creative, and I pride myself in being
bright and creative.
It was a good fit.
At a personality level we liked each other. We
enjoyed being with each other and we enjoyed
talking about issues and topics.
So, our
chemistry was pretty good.
He and I shared a fairly common set of
professional values in terms of we both valued
professionalism in general, we valued results
orientation, we valued human resource development.
Most of the relationships with mentors were described
as having parental qualities to them.

The average age of

the mentors was eighteen years older than their proteges,
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which is almost a generation apart.

Indeed,

some of the

informants mentioned that their mentors had children nearly
the same age as themselves.

Several of the informants

referred to their mentor relationships as being maternal or
paternal.

Two women referred to parental qualities as

follows:
Her role is maternal as well. That's a piece of
how the relationship works. She's old enough to be
my mother and in many ways it works that way. I'm
hearing from her what I would if I had a parent
with the same kind of responsibility and
experience.
He was sort of a father figure to me in many
ways... He was a lot like my father. He was
similar in temperament - strict like my father...
I had a very serious personal problem in 1978. He
talked with me and that's when I began to feel it's almost like a feeling, I think, the paternal
thing. It's my own thing, though I think he might
say the same. He almost treated me that way. The
paternal thing was really there.
The relationships with mentors were described by the
senior managers as having emotional qualities.

One vice

president described the relationship with her mentor as fun,
while others used terms like "enjoyable",

"exciting,"

"painful," and "draining."
Most of the senior managers who had mentors described
their relationships as close,

open,

and

trusting.

They

were characterized as being based on mutual respect.

The

interviewees reported that they discussed a wide range of
business and personal topics and felt free to discuss
anything with their mentors without fear of judgment or
consequences.

Two women commented,

I always felt that I had someone I could turn to
with any kind of problem regardless. I didn't have
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to worry about whether I was hurting my career by
being frank with him about one thing or another,
whether it was my own personal goals or something
to do with the business or a business problem we
were working on or a recommendation for changes in
products or what have you. He was always - I could
always feel free to speak with him and I knew that
it wouldn't - even if it would have hurt me in
other circles, it would never hurt me with him. He
would keep it in confidence.
I'm a very private person. That's the phenomenal
thing about our relationship because I talk to him
about things I've said to nobody - personal
things... When we'd have these gut level
discussions, I would send him a message the next
day and I would say, 'God, I can't believe I told
you that stuff yesterday.' Then he'd send me a
message back, really nicely saying, 'hey, it's no
problem. I can handle the information, and I'm
sure you can.'

Benefits of the Relationships with Mentors for Senior
Managers

The senior managers with mentors reported that they
provided many benefits to them personally and to their
career development and advancement.

Many reported that

their mentors had confidence in them and also boosted their
own feelings of self confidence,

as explained below by two

female vice presidents.
I think he instilled a lot of confidence in me - a
lot more confidence than I had. I was kind of
insecure at the beginning, but not anymore. He
always boosted my self confidence and gave me the
courage, for example, to get up there in front of
a large group and speak. He'd say, 'you can do it.
No problem. You love it. You're a ham.'
He just had complete confidence in my ability.
It
didn't matter that I didn't know anything, and so
from there on I just shot up. Once you're given
that kind of support, I mean, you've got to
deliver.
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Senior managers also reported that their mentors took
personal

interest in their development,

such as described by

one female vice president.
I was a diamond in the rough and he took a very
personal interest in me because he concluded that
I had a lot of potential.
Indeed,

several

senior managers reported that their

mentors had confidence in their potential.

As two women

explained.
Six months after he had seen my work, he told me I
would be a vice president within a few years.
He
had no hesitation in telling me that.
I remember after one meeting in
particular he
sent me a message and said, 'you might wonder why
I'm pushing you and why I treat you the way I do.
It's because you're the only one who has the
chance to be a senior vice president and the rest
of the clowns don't have a chance at all.
The senior managers described their mentors as teachers
who taught them about management,

the business,

whatever seemed to be necessary.

Most teaching was reported

to be interactive.

In other words,

politics,

or

the mentor either

directly instructed the protege or gave her feedback and
needed information about something that was already done.
Several examples of the women's teaching experiences follow.
After the work day closed down, you know five or
six o'clock, we would meet in her office and she
would spend many hours teaching me about our
product and about the system that we would
administrate. I think she did an awful lot to help
me grow and learn about the company and the
products and systems that we have here.
What we did for probably three or four months is,
once a week, we'd meet between four and six in his
room and we'd draw on the board and we'd draw
ratios - but at the same time it wasn't just
financial; he gave me history. 'This is what
happened with a participating department, and this
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is the product that we have, and this is the
problem with it, and this is what the agent said,
and this is what...'
He taught me the analytic pieces, the, you know,
'let's capture the logic on that decision.' He
taught me more of the management process, I guess
I would say, the quantitative, and how to approach
things, and how to put together a presentation for
the senior management group.
Mentors also provided counsel and advice to their
proteges about political and business

issues,

as illustrated

by the three women's comments below:

I asked his advice on how to handle different
kinds of people - and (mentor) was always very
free and very correct with that kind of advice.
I go to him for a lot of counsel and support dealing with, perhaps, some political issues in
the company as well as business issues that need
to be considered.
He was always very good about advising cooling off
periods, for example. Or, if I would suggest
taking a particular approach, he would very nicely
suggest the more diplomatic approach.
Mentors also provided career advice,

such as the advice

that one woman received about taking a particular position.
'I'd like you to be one of our field sales
managers,' not just go be a salesperson, but be a
manager. We talked about - he talked about why he
thought I should do it and what it could do for
me, et cetera, and all, and I took it. But I took
it largely on the confidence that he gave me that
I could do it.
The senior managers reported that two of the most
important contributions that their mentors made to their
career advancement were providing them with assignments that
exposed them to senior management and promoting them to
others

in the organizations.

Two women reported:
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First you have to have the opportunities. I was
given those. He would push me along. He would say,
'(you) will make that presentation,' or, '(you)
will do this. She'll go to this meeting.' He gave
me the opportunity to participate in high level
meetings which doesn't necessarily always take
place.
He did a lot to increase my visibility opportunities to speak to the Board of Directors,
opportunities to speak with our field force, to
speak at a conference - just overall involving me
at a higher level in the company that I had been
used to dealing with.
Having the visibility often helped when advancement
opportunities became available.

Having the visibility gave me - my name was
recognized, and when I came up for promotion, 'oh,
yeah, we know (her), and we know she can do it.'
Most of the senior managers with mentors knew that
their mentors were promoting them to others in the
organizations,

particularly those with power and influence.

Two women said.
The second thing he's done is to sort of actively
sell me in discussions with people who make salary
and promotion decisions. He's not shy about saying
.'she's a good person.'
He was my main sponsor and he was my up-front guy.
He sold me to a lot of people.
In the opinions of the senior managers,

their

relationships with mentors definitely benefited their
advancement.

Relationships with mentors were described as

playing primary roles in the advancement of the senior
managers who reported that they had mentors.

The

combination of the influential positions of the mentors,
close and supportive qualities of the relationships,
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the

and the

benefits of enhancing their skills and promoting them to
others created the foundation for future advancement.
A summary of the person and relationship
characteristics and the benefits of relationships with
mentors is included later in this chapter in Table 6.3.

Gender Differences in Relationships with Mentors

Mentor relationships, however,
by men and women. Ninety percent

were not egually shared

(90%)

of the women in Phase

II of the study reported having at least one careerfacilitating person who fits into the mentor category.
percent

(40%)

described more than one mentor.

had one male mentor,

one had two male mentors,

had one male and one female mentor each.

Forty

Seven women
and two women

Only one of the

male senior managers described having had a careerfacilitating relationship that paralleled the mentor
relationships described above.

Although the characteristics

of the relationship with mentors were similar for the women
and the man,

there was one important differentiating factor.

The man socialized with his mentor outside of work, whereas
the women reported that they did not socialize with their
mentors outside of work.
of the relationships,

This difference appeared in many

as will be discussed later in this

chapter and in chapter seven.
For the senior managers in this study,

it was the

females who primarily reported having had relationships that
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fit into the category of mentors.

Many men specifically

noted that they didn't have relationships with mentors.
Illustrations of some men's comments follow.
I think my personality is such that I don't need
or really even want a lot of close mentoring, not
to say that that's good, bad, or indifferent, but
it's just to say to recognize it.
I never had a person who put their arm around my
shoulder figuratively and said, 'let's kind of
walk through this corporate path together and I'm
going to show you how to do it.' Not a single
person I can point and say that was the case.
Frequencies of relationships with mentors are reported
in Table 6.4 which appears later in this chapter.

Relationships With Mentoring Bosses

The senior managers identified relationships with some
of their bosses as being particularly important to their
career development and advancement.

Relationships with

mentoring bosses were reported primarily by men.

All

relationships with mentoring bosses were limited to the time
period when the senior manager had been reporting to the
boss directly.

Relationships ended when either the bosses

or the subordinate moved to another position,

unless they

moved together and remained in a direct-reporting
relationship.
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Characteristics of Mentoring Bosses

All

of the mentoring bosses

in this study were males.

Two of the mentoring bosses were similar ages to the
respondents,

but most ranged from 8 to 20 years older.

The

average age difference between mentoring bosses and
respondents was ten years and all of the mentoring bosses
were one level above the respondents in the direct chain of
command.

Characteristics of the Relationship With Mentoring Bosses

Like relationships with mentors,

relationships with

mentoring bosses were characterized by respect and trust,

as

illustrated by the comments of two male senior managers.
I've always had a great deal of respect for him I think it was mutual. He's older than I am and
has more experience, of course, but he was the
kind of a guy that whenever I had a question about
something, I could always call him up and ask him
what he would do.
I feel comfortable with not feeling ever that I'm
sabotaging myself by going in and saying, 'you
know, I just don't know what the hell I'm doing
and I need some direction.
Relationships with mentoring bosses were characterized
by the respondents as being close working relationships with
an emphasis that was more on business-related interactions
than on personal

issues.

One male senior vice president

describes the relationship with his mentoring boss as
follows:
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He's been very, very supportive, and I don't want
to sound egotistical with this, but I think the
performance or the results that we've achieved in
the close working relationship that we had is what
developed that. It's really a total business
relationship, and that's worked very well for me.
Although relationships with mentoring bosses were
primarily work-related,
working hours.

their meetings were not limited to

Four of the respondents talked about going

out for drinks together after work?
played tennis with their bosses.
all men,

two played golf and one

Five of the respondents,

reported that they socialized to varying degrees

outside of work with their bosses and their spouses as
couples.
In the summer, we play tennis, or at least try to
play tennis once a week. Probably three or four
times a year we will get together - my wife and I
will get together with him and his wife.
The male senior managers described their relationships
with their mentoring bosses mainly in terms of how the
relationships benefited the respondents.

However,

they

acknowledged that the relationships were not onedirectional.

Their bosses'

careers were reported to clearly

have benefited from the relationship with the respondent.
I think the gain that they got out of it was
bringing somebody along that eventually helped
them in business.
I think it hurt them, in a sense, personally when
I left because I think they saw that as a personal
challenge to try to keep me here, but yet they
could understand why I wanted to leave because
they could see I was blocked from future
advancement.
He had self-interest motivations because he knew I
was good and he wanted me to work for him to
improve his situation.
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Relationships with mentoring bosses were not
necessarily exclusive.

Some mentoring bosses also

had one or two other subordinates who they were
actively developing.

In most instances,

however,

the respondent described himself as the one with
the closest relationship with the mentoring
bosses.

Examples from two men and one woman

follow:
I wasn't the only one. The guys that worked for
him all did pretty well. There were three or four
of us who have gone on and done pretty well, and I
suspect ultimately what's in it for him was seeing
guys that he recruited, brought into the company,
do fairly well.
Under his guidance, which he didn't just give to
me, some other people got as well, I can get
almost anything done I want in this company.
He has sort of agendas for some of the people who
work for him. He's a very planning sort of person.
I think he's probably done more for me than he's
done for most people around here.
A dominant theme between the mentoring bosses and their
subordinates was that they shared some common qualities and
experiences.

The male respondents described their mentoring

bosses as being a lot like them.
We were a lot alike. We were athletes and all that
stuff. He was a friend in addition to being a
boss.
There's a lot of place for men to go just to be
men and sit around and talk. We'll go to the club, or we'll go to my golf club or we'll go play
golf on Sunday and we'll sit around and we'll just
be us, basically, about what's going on.
- and I both played basketball in college and
high school and still wish we could play, you
know. We both play golf.
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One man referred specifically to bonding
with his mentoring bosses.
Although we kidded each other about going one on
one with basketball for money for some time, we
never did it... Obviously it had something, some
kind of bonding or something that takes place over
stuff like that, I would think.

Benefits of Relationship To Senior Managers

The senior managers who had relationships with
mentoring bosses reported that they gleaned several benefits
from the relationships.

Mentoring bosses influenced the

respondent's management abilities by providing direction and
advice,

as three male senior managers illustrated below:

I think if there's one strength that I got from —
- it was how to get things done in this
organization. He was a master at it, an absolute
master...It was just sort of a logical process he
thought through and significant people he would
get on his side before he did something.
He was a great - a great strategist; he really
was. All that time he spent in a staff role and he
understood a staff role and what it was and what
it wasn't and because he understood what it was,
he understood that you need a strategy to get
things done, that you couldn't just dictate.
He will tell me, 'what you need to do...' If I
write a memo up to senior management that wasn't
as clear or concise as it should be, he'll talk to
me, 'you should have done something like this,' or
if I give a talk, he'll say, 'you need to improve
on this,' or, 'this didn't go well for these kinds
of reasons.'
Role modeling was a prevalent theme in the male
respondent's descriptions of how their mentoring bosses
influenced their management abilities.

Subordinates valued

the styles of their bosses and learned by watching them.
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I learned a lot from him on how to manage things
and people. He was so good at everything that my,
and it's the honest to God truth, my only hope was
that just by being around him, maybe some of it
would rub off!
He never sat down and said,
'you
do this, do that and the other thing.
He was an important role model. I guess it was the
way he dealt with his people and the fact that it
didn't matter how serious a business problem was,
he always had time for his people. I guess that I
respected that so much that I've changed my focus
as a result of it.
Several
them

respondents

important

visibility to
to

reported that mentoring bosses

assignments that provided them with
senior management.

committees,

were given tasks

Subordinates were assigned
that

their work to

senior management,

opportunities

to make presentations

place

gave

of their bosses,

as

involved presenting

and were
to

frequently given

senior management

in

a woman and a man described below:

He gave the opportunities as a result of committee
assignments to serve on those committees. As a
result of the service on those committees, my
expertise got a chance to be shown.
He was the one that provided the support that made
it possible for the other person to see me. It was
almost like a baton being handed off from one to
the

other.

All

of the

senior managers with mentoring bosses

described how their bosses worked behind the
behalf.

Two men

Apparently

scenes

on their

reported how their bosses helped them.
- put up with a

with him and

I

lot of

never knew about

stuff

over me

it.

He's gone to bat for me a number of times, he went
up to the Vice Chairman and said,
'we've really
got to do something because - is going to leave
because the situation isn't working right.'
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They were

reported to have

respondents were candidates
praised them to others.

influenced others when the

for advancement and generally

One male vice president explained,

He was instrumental to me in getting my line job
and getting me moved up and convincing my other
two reports, the Vice Chairmen and the CEO, that I
could do the job that I was doing for them as well
as this other job.
The most

obvious benefits that

senior managers

from their mentoring bosses were promotions.
uncommon
the

for a mentoring boss

favored

subordinate

the mentoring boss
experiences

not

to get promoted and then take

along with them,

role.

It was

received

Illustrations

thereby continuing
of two men's

follow:

I was with him one way or
years out of college, and
and I always followed him
11d get promoted and he'd

another in my first six
he helped bring me along
when he got promoted, so
get promoted.

He got a new job and called me up out of the blue.
I'd assumed I'd be working for someone else now.
He said,
'I'd like you to interview for Vice
President of Life Insurance.'
Career advice was not
playing a

significant role

mentoring bosses.
the

respondents,

annual

a benefit that was described as
in the

Although

relationship with

it was mentioned by several

it was described as being part

review and an expected part

relationship.

A male and

female

of

of their

any boss-subordinate

senior manager said the

following:
We never really talked about my career, the two of
us, because the only advice he would give me was,
'just do your job the best you can do it and we'll
worry about

something else

later on.'

We talk each year when we do the appraisal. But,
it's really a bunch of talk for the talk's sake.
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of

Only in two situations did respondents report that they
receive specific career advice from their mentoring bosses.
For example,

a female vice president explains,

He has taken on somewhat of a mission of mercy to
say, 'you have to get out of Employee Benefits.
You have done everything here, but you only keep
being in this one end of the business.
You need
broader exposure, you need to learn more about
other lines of business, you need to let other
people know how good you are the way we know how
good you are.'
Relationships with mentoring bosses were reported to
have played significant roles
the senior managers

in the advancement of many of

in this study.

relationships were reported,
respective strength.

Although fifteen such

they differed somewhat in their

Most of the relationships

mentoring bosses category very well and a
not all,

fit into the

few have some,

but

of the mentoring boss characteristics.

A summary of the characteristics of mentoring bosses,
characteristics of the relationship,
relationship to the senior managers
in Table 6.3,

and the benefits of the
in the study is listed

which appears later in this chapter.

Gender Differences

in Relationships with Mentoring Bosses

Although both male and female senior managers reported
having relationships with mentoring bosses,

this category of

career—facilitating relationships was dominated by the
males.

Relationships with mentoring bosses were described

by thirteen of the senior managers
study.

Nine of the men

(90%)

in Phase II of this

and four of the women
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(40^)

reported having had mentoring bosses.
women had one mentoring boss,
more than one.

Eight men and three

and one man and one woman had

The frequencies of relationships with

mentoring bosses

for men and women are reported later in

this chapter in Table 6.4.
The characteristics of relationships with mentoring
bosses were generally the same for senior managers,
there were a
First,

but

few qualities that differed for men and women.

it was only the men who described the personal

similarities between their mentoring bosses and themselves.
Second,

the benefit of role modeling,

the men and women,
And last,

although expressed by

was a more dominant theme for the men.

only the men reported that they socialized with

their mentoring bosses outside of work,
or tennis,

going out for a drink,

either playing golf

or having dinner together

with spouses.

Relationships With Career Guides

Relationships with career guides included some of the
qualities of relationship with mentors,
close or interactive.

but were not as

Although only six of the respondents

described relationships with career guides,

the category is

distinctly different from the intensity of the relationship
with mentors and lacks the boss-subordinate reporting of
mentoring bosses.

Both men and women reported having

161

relationships with career guides.

These relationships

emphasized career guidance.

Characteristics of Career Guides

Six senior managers reported having relationships with
career guides.

Three were men and three were women.

Their

guides held high and influential positions in their
organizations.
supervisors.
areas

The guides of the men were their boss's
The women's guides were in positions

in other

in the companies.

Characteristics of the Relationship With Guides

The relationships with guides lasted for several years
and through several of the respondents'

position changes.

Although each respondent knew the guides previously,

the

relationship developed when they spent some part of the time
working together in some capacity.
The relationships with career guides were reported to
be important,

but not close.

One senior managers described

his relationship with his career guide as,
objective,

straight-forward,

hands-off,

"honest,

supportive,

connected."
The nature of the relationship was described as being
business-focused and void of any personal component.
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They

met periodically,

but not often.

The senior managers did

not report any socializing with their career guides.

Benefits of Relationship With Career Guides

The main benefit of all of the relationships with
career guides was reported to be advice about advancement.
The guides were described as supporting the respondent's
career progress and giving specific suggestions about
particular position changes.

Although career advice and

guidance was virtually the sole benefit derived from these
relationships,

it was perceived by those senior managers who

reported them as extremely important in their advancement.
Examples of the type of advice provided by the guides to one
man and two women are described below.
She was my manager's boss and was definitely aware
of what I was doing and was very supportive of me
coming into here, into that whole thing and then
supporting me. She happened to be right in the
management chain here, so it was much more
supportive... She promoted me to fifty seven and
then she promoted me to the bigger job.
What he said to me was, ' I don't want you to take
another job in individual.' I'd been in individual
the whole time and always been in management jobs,
and he said, 'not only shouldn't you do another
job in individual, but you should also do a staff
job. '
I'd go to him and say, 'do you think I could
really do that marketing job?' or 'what would you
think if I wanted to go back and head up the
entire underwriting? or 'I'm close enough to get
into the executive group in numbers where that
appears to be something I can aspire to. If you
think it's an unrealistic expectation, than I'm
really going to seriously think about going back
into the field.
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A summary of the characteristics reported by the senior
managers

in their relationships with career guides

is listed

in Table 6.3.

Gender Differences

in Relationships with Career Guides

Of the six senior managers who described relationships
with career guides,

three were men and three were women.

Each reported having one career guide and,
guide was a male.

in each case,

the

A summary of the frequencies of

relationships with career guides appears in Table 6.4.
Relationships with career guides were
characteristically the same for the men and women who
reported having them.

The only difference was that men's

career guides were in their chain of command in their own
areas and women's career guides were in other areas in the
company.

Relationships With Guardian Angels

Twelve senior managers described having irregular and
sometimes distant relationships with individuals who were
recognized as being very influential

in the senior managers1

advancement and who may be best characterized as
angels'.
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'guardian

Characteristics of Guardian Angels

All of the guardian angels were men and were in very
high positions in the organization,
above the respondent.

Most of the guardian angels were

senior vice presidents,
company.

Therefore,

often several levels

three were presidents of the

all guardian angels were extremely

influential in the overall company activities.

Characteristics of the Relationships with Guardian Angels

Relationships with guardian angels were usually
established when the guardian angel learned of the
respondent's capabilities,

typically by observing them make

a presentation or accomplish a project.

For example,

one

male respondent's highly successful completion of a United
Way Campaign caught the attention and admiration of the
company president.
- was very much of a supporter. Since then, we
stayed in touch and he was always - I didn't pick
up the phone and call him as president and say,
hey, -, I really need help in terms of getting
to this next job'- but I knew there was support
there at the very highest levels.
Once established,

these guardian angel relationships

lasted for many years and still existed for most of the
respondents.
Interactive contact between the senior managers and
their guardian angels was intermittent and infrequent,
described by one male senior manager.
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as

There are definitely people I know who have been
real supportive of me in terms of making moves
happen. -, I mentioned earlier has always been
a supporter, but I've never really sat down and
talked to him personally. I've worked with him for
many years on business topics.
Most of the relationship with guardian angels was at a
distance or behind the scenes.

However,

the general support

of guardian angels was known to the senior managers.

Those

senior managers who described these relationships were able
to identify specific people in the guardian angel role and
knew how these people helped their advancement.

Some knew

at the time that their guardian angel was helping.
female vice president said,

As one

"I knew that he was a major

player in my promotion to the group area."

Some senior

managers learned of their guardian angel's support after a
promotional advancement and one learned after his guardian
angel's death.
All relationships with guardian angels were described
as one-directional with the guardian angel's efforts
directed at the career advancement of the respondent without
reciprocity.

Benefits of the Relationship to Senior Managers

Characteristically,

guardian angels were described as

people who had "watched over" the respondents.

They had

paid attention to the respondent's work and career progress,
and had facilitated the respondent's promotions from behind
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the scenes.

Here are some examples of how guardian angels

helped a female and male senior manager,

respectively.

As he looks out from the wing there, I think he
has an interest in how I develop and I suspect he
is very - when then have these discussions -I'm
sure he speaks right up and has comments and will
talk about my - what he thinks I could do, my
ability and all.
So -, no matter where he's been stationed, has
always played the role of looking out for these
people he considered to be just good employees who needed watching over one way or
another and I was one of those people.
Several respondents identified their guardian angels as
supporters and advocates,

often influencing others by

suggesting the respondent for positions or approving their
names as candidates for promotions.
and one male senior managers'

Examples of two female

comments follow:

He made his influence felt by influencing other
people in the process because they understood his
power in the company.
He's been pretty helpful. He's been, I think, kind
of a booster of mine and he's been encouraging....
He would tell other people that I was doing good
work.
My boss was at a meeting with him and then -, my
boss, came down later and said, ' -— said some
nice things about you.
Table 6.3 summarizes the characteristics of
relationships with guardian angels.

Gender Differences in Relationships with Guardian Angels

Relationships with Guardian Angels were more prevalent
with the female senior managers than the male senior

167

managers.

Guardian angels were described by eight female

senior managers and by three male senior managers.
the women and one man had two guardian angels.
angels were male.

Two of

All guardian

The frequencies of the men and women

describing relationships with guardian angels are listed in
Table 6.4.
Male and female senior managers reported no differences
in their relationships with Guardian Angels.

Relationships With Boosters

Seven of the male senior managers identified people who
played important behind the scenes supportive roles in their
advancement.

Although there were no interactive qualities

reported to be part of these relationships,

they are

included because they clearly reflect a category of
"significant others" in the advancement process that is
differentiated from other categories.

Characteristics of Boosters

All of the people described as boosters were male and,
with one exception,

were in the direct chain of command.

the eight boosters identified,

six were the respective

supervisors of the respondent's boss,
president,

Of

one was a division

and one was the company president.

were in influential positions in the company.
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All boosters

Characteristics of Relationships With Boosters

The respondents reported that they had little or no
direct contact with their boosters except to discuss purely
business matters.

Here are two examples of how senior

managers described the booster relationships:
I didn't have a direct relationship with them or
knowledge about them, but through someone else
that I did have a working relationship or indirect
relationship.
There is no personal association or affiliation
with any of these people, including outside of
here.
Other people,

usually the respondent's boss,

about their boosters'

told them

praise of their work and support for

their advancement.

Benefits of Relationships With Boosters

The behind-the-scenes efforts of boosters served to
influence others about respondents'

capabilities and provide

additional support for their advancement whenever relevant
position openings and promotional opportunities occurred.
They did not provide advice or counsel.
A summary of the characteristics of relationships with
boosters appears in Tables 6.3.
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Gender Differences and General Comments about Relationships
with Boosters

Seven of the male respondents reported having people
who served as boosters to them; two of them reported having
two boosters.

All boosters were male.

No women reported

having any boosters.
Relationships with boosters are similar to
relationships with guardian angels, with three important
distinctions.

First,

boosters had no direct working contact

with the respondents, while guardian angels had some,
infrequent.

albeit

The second difference is that boosters were

usually in the respondents'

chain of command and guardian

angels were in influential positions throughout the
organization.

Third,

guardian angels "watched over" the

advancing senior managers,

a quality that was not evident in

relationships with boosters.
Another important difference between relationships with
boosters and with guardian angels is the prevalence of the
former with male senior managers and the latter with female
senior managers.
The frequencies of relationships with boosters are
reported in Table 6.4.

170

Relationships With Central

Peers

Most of the male and female senior managers identified
central peers in their organization who played an important
role in their advancement.

Most people reported having up

to three of these reciprocal relationships.

Characteristics of Central Peers

Central peers were generally in positions that were
lateral to the respondents,

although some participants

reported relationships with peers at levels above and below
them.

The men's central peers were all male, while the

women reported having both male and female central peers.

Characteristics of the Relationships With Central Peers

Most of the relationships with central peers were long¬
standing.

Several senior managers referred to their peers

as those people whom they had worked with early in their
careers with the company.

One woman explained,

I made friends there with two or three people, and
of course, because they're bright, they've moved
either at the same time as you or six months
before or six months after.
They're now moving up
the organization.
Now, they are peers or maybe
they're a grade lower than me, but I regard them
as peers, you know, I might be working for them or
they might be working for me one day - who one
feels close to intellectually and friendly because
you've grown up together. There's a bond.
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All of the relationships with central peers were
reported to be reciprocal.
relationships
exchanged.

The respondents described

in which information and support were

They were partners

in the relationship with

neither party gaining more than the other,

regardless of the

level of their respective positions.
Relationships with central peers were characterized by
friendship,

support,

trust and mutual respect,

as

illustrated below by the comments of one man and one woman:
All three of those people
happen to be senior to
me, but in terms of the personal relationship and
the ability to bounce things off and ideas, I
don't think it makes any difference. It's more
relationships of mutual respect and friendship.
Our relationship developed as a boss-subordinate
relationship. Now we have a very, you know, one of
those that if you have anything on your mind,
we'll just stop into the other office and chat
about it - business - or non-business related.
We have talked together about the, 'gee, do you
really think I have to go to another line of
business?' 'Why is it so long to be the best
health care person?' So, she's just, she's just
been a good person to talk to.
The respondents reported that they spent time with
their central peers inside and outside of the organization.
Dropping into offices to chat and having lunch with central
peers were common for women,
with the boys'

while men tended to

for beers after work,

with their peers.

'

go out

or play golf or tennis

Some relationships with central peers

also include spouses.

One male and one female vice

presidents explained:
My wife will make a very conscious effort to keep
in touch with some of our group.
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From the professional relationship with -, I
really have become personally very close to his
wife.
We're probably best of friends.

Benefits of Relationships With Central Peers

Senior Managers reported that relationships with
central peers provided them with many forms of business and
career support and consultation.
Relationships with central peers were described as "a
place to let your hair down" in a relatively risk-free
relationship in which senior managers could talk about
almost anything.
I think - is the type of person where you go to
the more soul-searching things. You know, 'I
really feel lousy about this,' but you don't have
to worry about that showing up some other place.
Now here's a person we'll call and say, "I feel
like hell and this is - what do you think?' and
we'll both do that with each other; we'll play it
off each other.
Several people reported that their central peers were
sounding boards for them and often promoted different and
useful perspectives on issues.

Two women and one man

illustrate below.
We talked the other day, but I go to - kind of
as a sounding board and to get advice and
guidance. He's smart and analytical, he's broad,
he can be a sounding board.
We both do just use each other as sounding boards
whether it be for complex business issues or
sometimes personal career decisions.
I have a couple of good friends in the company in
altogether different areas, and they see some of
the same issues from a different perspective that
I can talk about some issues in confidence, if you
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will, because of our friendship, without even the
necessity of saying, 'this is confidential.'
The interviewees reported that central peers also
provided important information about what was going on in
different areas of the company,

useful

information which

would otherwise not be available to them.

Two male senior

managers explained.
We do a lot of dialoging between the two of us
about what's happening in the operating group
beyond our respective organizations and things
that we need to make - aware of - we need to
work through the organization.
Inside of -, he's my educational networker. He
says to me, 'all right, we've got a new president
in place. Here is what he wants to see happen
operationally. These are the things that are now
important. I need twenty minutes of your time, all
right? Let's go have a beer.
Senior managers also reported that their relationships
with central peers provided them with advice that was
general,

as well as work and career related.

Examples are

provided by two men and one woman.
I have some close, personal friends up here who
are good advisors for me today who I share my
problems and ideas with.
He would say to me, 'don't take it so seriously,
don't make yourself crazy about it,' you know,
'don't worry about - ' kind of stuff... 'You're
working too hard' or, you know, that kind of
thing.
I had some friends that I talked to and said,
'well, what do you think? Should I leave? Should I
stay?' After I decided to stay, it was, 'should I
still stay after this is taking six months?' You
know, that sort of thing.
Table 6.13

summarizes the characteristics of

relationships with central peers.
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Gender Differences in Relationships with Central Peers

Relationships with central peers was the most prevalent
type of relationship reported.

Eighty five percent of all

respondents reported having central peers.
Eighty percent of the male senior managers and 90% of
the female senior managers reported having relationships
with central peers.
The men reported that all of their central peers were
male.

Six women reported having only male central peers and

three reported having both male and female central peers.
One woman reported having only female central peers.

The

frequencies of these relationships appear in Table 6.14.
Although central peers were popular for both men and
women,

there were some differences in the qualities of these

relationships for the men and women.

Women's relationships

with their central peers tended to be of a more personal
nature than men's relationships with central peers.

Men

tended to socialize with their peers outside of work, while
women spent time with their central peers at the workplace
or during lunch.

Relationships with Primary and General Networks

Most of the male and female senior managers reported
that they had primary networks,
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defined by the researcher as

a set of key people that one goes to for business-related
reasons.

Characteristics of People in Primary Networks

The senior managers reported having four-to-six key
people in their primary networks.

People in primary

networks were usually in lateral and higher positions across
different areas in the organization.

They were primarily

male.

Characteristics of Relationships in Primary Networks

Relationships in primary networks were described as
reciprocal with the senior managers.

They were business

related and people met periodically at varying time
intervals.

Some senior managers reported meeting with their

set of key people regularly,

usually for breakfast or lunch.

Some reported meeting occasionally at a local bar for
drinks.

The most common methods of interaction,

however,

were office visits and phone calls on an as-needed basis.
As one man explained,
I have that internal networking that I can pick up
the phone and call somebody on a project, pick up
the phone and call somebody on a technical matter
and ask a question of somebody and I'll get an
answer. It works pretty good. And vice versa.
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Benefits of Relationships in Primary Networks

The most important benefit of primary networks was
reported to be the "connections" to other departments.

Key

people in other departments provided job-related information
as well as different perspectives on what was going on in
the organization.

One female and one male senior managers

gave these illustrations.
It gives me instant access to information. So much
of what we do is information exchanging anyway.
I guess effectively it is, but people who watch
out for you, in essence, is what it amounts to me
now as, see, the information needs that I have
come almost naturally anyway by virtue of the
position and structure, so network then becomes
all of the people who raise the caution flags and
say, 'hey, this is what I'm hearing over here and
you should probably look out for this.'
In some cases,
advice.

In others,

primary networks provided support and
they served as sounding boards,

as

illustrated by the comments of two men.
I just have certain people that I'll touch base
with - a sort of a network of people. I think
that's very important in business to have some
type of network.
I can go two, three, four, five
weeks or months and not talk to somebody and pick
up the phone and call them and within two minutes
get right to what it is I want to talk about and
get some advice I think is worthwhile.
I have established an informal kinds of
relationships that are non-data processing
oriented. I guess I would categorize them as a
kind of relationship where one might just bounce
ideas off about political situations within the
company.
People in primary networks were also viewed as being
valuable for the future,

as one woman explained.
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I like to have a relationship with them at this
point in time because ten years from now, they're
going to be in charge of areas like mine; I'm
going to have to rely on them.
Primary networks are common among the senior managers
in this study.

Eighty percent of both the males and the

females reported having a set of key people in their primary
networks.

General Networks

Primary networks were not the only informal
communication channels that senior managers described.

Each

person referred to having a large general network of people
throughout the organization who provided a broad range of
benefits including information that helped get work done,
visibility,

and a general base of support.

male senior managers'

Examples of two

comments follow.

It would be more just kind of a general base of
support and positive relationship with a very
diverse cast of characters without going into one
camp or another.
I use an awful lot of individuals to bring them
into the game so I know I'm going to have their
support after the fact early on, and who gets
brought in will depend upon the topic and whether
they're a known decision maker or they have to be
lined up to move the thing through.
Several male senior managers reported that they
developed and maintained networks of support at all levels
of the company,

but especially at senior levels.

The value

of a support network is well expressed by four male vice
presidents.
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Without the support of a broad base of people,
don't get the top jobs.

you

Building the internal support mechanisms have to
be way, way up on the list, if not number one. It
means having people who willing to say, somewhere
in this whole package,' - ought to continue to
progress.'
People underestimate, I think, how important it is
to have your support group be the people right
next to you because if they're not, they can also
find ways to sabotage you if they just don't like
you. So, there's been a whole range of people with
whom you've had contact by virtue of special
projects, programs, just normal contact, who've
become - who've influenced that equation a lot.
I think then that the networking that one does to
posture themselves for awareness - knowing the
president of the company and having the ability to
walk up and say, 'hello' and he recognizes who you
are - all of those things certainly help. One
needs to go out of his way to insure that that
occurs in that they recognize you for what you're
doing.
These support networks were cultivated at work and on a
social basis.
tennis,

Most of the men reported playing golf or

going out for drinks,

or socializing with spouses

with the people in their support "bases."

For example,

one

male vice president was contacted by a company person to
play golf with some members of the board.
He wants to make sure that we get to Farmington
Country Club and play golf with some of the Board
of Directors.
Several of the women reported that they were part of a
separate women's network at their organizations.

Examples

of women's organized networks included monthly lunches with
female officers in two companies,

a women's support group

for newly entering women in managerial positions in one
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division of a large company,

and regular meetings of female

managers with children in one company.
A summary of the characteristics of primary and general
networks appears in Table 6.3.

Gender Differences in Relationships with Networks

Primary and general networks were described as very
valuable to the senior managers'

advancement.

Eighty

percent of the combined male and female respondents reported
having primary networks and all of the respondents referred
to having some type of informal network.

A summary of the

frequencies of primary networks appears in Table 6.4.
The differences in men's and women's patterns with
primary relationships were the same as with central peers.
Women tended to have more personal relationships with their
primary networks and men tended to socialize outside of work
with their primary networks.
Men's primary networks were with men only.

Women's

primary networks were either all male or both male and
female.

No women reported having only women in their

primary networks.
The male and female interviewees reported that their
general networks were comprised primarily of men, but also
had women in them.

However,

several of the women also had

separate networks of women only.
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Although both men and women reported having general
networks,

some subtle,

but important differences existed.

The men described their networks as

including support bases.

Involvement with support bases was more calculative than
involvement in general networks.

The male senior managers

reported that they developed and maintained their support
bases for the purpose of being recognized for their work and
being endorsed for advancement.

In addition,

men described

their networks as being at levels parallel to and above
their level.
Whereas most of the men referred to developing support
bases,

few of the women described similar efforts.

Women's

descriptions of their networks were focused on learning the
information that they needed to know about their work,
organizations,

the

and possible advancement opportunities.

Women reported that their networks reached all

levels of the

organization.
Although the male and female senior managers reported
that they did not usually socialize with people in their
general networks,

some of the men reported that they did

occasionally socialize with people in their support bases.
Another important difference between the men's and
women's general networks was the access that the networks
provided to what the interviewees reported to be the power
networks

in their companies.

The men's efforts at

developing support bases probably linked them to the power
networks

in their organizations.
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In general,

the men

reported that they felt closer to the power networks than
the women reported.

Relationships With Counseling Spouses

Many of the senior managers,

especially the women,

reported that their spouses played important advisory roles
in their career advancement.

The counseling spouses are

defined as those who were directly involved in career
issues,

in contrast to those spouses whose career

facilitation was indirect,
and,

thereby,

such as by managing the home life

freeing the manager to more fully pursue a

career.

Characteristics of Counseling Spouses

The counseling spouses of senior managers in this study
were predominately males,

all of whom had full time jobs of

their own.

Two males also described their wives, who were

housewives,

as counseling spouses.

Characteristics of Relationships With Counseling Spouses

Although the senior managers said very little about
their relationships with their counseling spouses per se,
the researcher deduced qualities of openness and trust
related to career issues.

Senior managers used words like
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"supportive" and "encouraging",

and indicated that they

spoke freely with their spouses about their career
advancement.

Two female vice presidents illustrate this:

He's always encouraged me to go for it.
I'd get a little bit nervous about making a
presentation or had a conversation about, 'I don't
think I can do this new job,' he would say,
'oh,yeah,.' It can be very encouraging.

Benefits of Counseling Spouses to Senior Managers

Relationships with counseling spouses provided many
advisory and supportive opportunities for the respondents.
Three of the senior managers reported that their spouses
were the biggest influence on their career development.
Some senior managers talked freely with their
counseling spouses about their jobs and their job changes.
Several referred to them as their "sounding boards," as
illustrated by the women's comments below.
I use him as my sounding board. I mean, you get to
a point now where you don't want to use your
immediate boss as a sounding board, nor other
people.
He isn't the kind of spouse that says,
'yes, darling, you're obviously struggling with
these bastards at work.' He's very much the
devil's advocate.
The counseling spouses also provided advice.
I'd say, 'oh, I've got this situation and that
situation and I'm thinking about doing this,' and
he'd say, 'well, maybe you ought to think about
doing it this way.'
Generally,

relationships with counseling spouses

provided another avenue of support and advice in a safe
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setting.
is

shown

The

summary of the benefits

in Table

in Relationships with Counseling Spouses

Relationships with counseling
primarily by women.
spouses,

they kept career
because
woman

spouses

6.3.

Gender Differences

counseling

of counseling

spouses were

reported

Seven women described their mates
while two

specifically reported that

issues to a minimum with their spouses

of dual-career pressure within the marriage.

in the

study was

Only two

One

single.

of the men reported that they discussed their

careers with their spouses.
they did not.

as

Most men specifically

said that

For example,

I've never talked about my career with my wife
ever. I don't talk about work when I get home.
It's funny because a couple of times a year we
have to go to business meetings, and we find
ourselves scrambling on a plane on the way down
there getting her caught up on who's who and
what's going on.
The

summary of the

counseling

spouses

is

frequencies

reported

of

in Table

relationships with
6.4.

Summary

In

summary,

the

senior managers

in Phase

II

of this

study described a variety of career-facilitating
relationships.
nine categories:

They were
mentors,

organized by the researcher
mentoring bosses,
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into

career guides,

guardian angels,
general networks,

boosters,

central peers,

and counseling spouses.

primary network,
The

characteristics of each of the categories are summarized in
Table 6.3.
Mentor relationships involved organizational

"stars"

who were very senior in the organizational hierarchy and
outside of the senior manager's chain of command.

They were

personally close and interactive relationships which had
parent-child qualities.

They provided career advice,

opportunities to learn management skills,

and visibility.

Relationships with mentors were reported overwhelmingly by
women and lasted through several career advancements.
Relationships with mentoring bosses,

on the other hand,

were more prevalent among the men in this study.

The

relationships provided benefits which were similar to those
with mentors,

but the relationships themselves were with

immediate bosses,
mentors,

were of a less personal nature than

and only lasted for the duration of the boss-

subordinate relationship.
Relationships with career guides were reported by an
equal number of men and women,

although it was a category of

career-facilitating relationships that was not widely
reported by either group.

Career guides provided advice

about advancement to senior managers.

The major difference

for men and women was that men's career guides were
consistently in their chains of command,
guides came from across the organization.
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while women's

Table 6.3
Characteristics of Each Career-facilitating Relationship

Relationship

Characteristics
of Person

Characteristics
of Relationship

Benefits
of Relationship

Mentor

male
18 years older
several levels
above
across organization
org'l "stars"
challenging
personality
bright, creative.
visionary

exclusive
lasted through
several positions
one-directional
good interpersonal
fit
personally close
open, trusting
emotional
qualities
supportive
regular contact

confidence building
teaching about
business
teaching about
management
advice & counsel
visibility
promoting them to
to others

Mentoring
Bosses

male
10 years older
one level above
chain of command

not exclusive
lasted for one
position
mainly onedi rectional
personality
similari ties
close, trusting
regular contact

business advice
role modeling
visibility
promoting them to
others
gave promotions

Career
Guides

male & female
at least 2 levels
above
org'l "stars"
same & other areas

long duration
through several
positions
one-directional
business focused
not close
periodic contact

career guidance

Guardian
Angels

male
high level
positions
several levels

long duration
one-directional
behind the scenes
known to respondent
infrequent contact

watching over them
influencing others
supporting for
advancement

(Continued next page)
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Table 6.3

Relationship

Boosters

(Continued)

Characteristics
of Person

male
influential
positions
chain of command

Characteristics
of Relationship

Benefits
of Relationship

one-directional
behind the scenes
non-interactive

influencingothers
supporting for
advancement

Central
Peers

male & female
mainly lateral

long standing
reciprocal
personally close
trusting
supportive
mutual respect
inside & outside
of organization

friendship
safe place to vent
sounding board
information
advice

Primary
Networks

4 - 6 in set
lateral & above
male & female

reciprocal
business related
inside & outside
organization

advice
information

Seneral
Networks

many people
high positions &
lateral positions

reciprocal
business-related

information
visibility
support base

Counseling

predominantly
male

married
supportive

sounding boards
encouragement

Spouses
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Relationships with guardian angels and with boosters
provided the senior managers with important advancement
related support behind the scenes.
guardian angels,

Relationships with

who were in influential positions

throughout the company,

were more protective than boosters.

Guardian angels were reported more frequently by the female
senior managers.

The more remote relationships with behind-

the-scenes boosters,

on the other hand,

were reported only

by men.
Relationships with central peers were reciprocal and
provided mutual
information.

friendship,

advice,

support,

and

Most men and women reported having

relationships with central peers,

who were in various

positions across the organizations.

Men's central peers

were male and women's central peers were either male or a
combination of male and female.
Primary networks were comprised of a set of key people
in the organization with whom the senior mangers had
reciprocal business-related relationships.
were prevalent for both men and women.

Primary networks

General networks

were a larger group of people from whom senior managers
gained information and visibility.
Counseling spouses provided career guidance and were
reported primarily by the female senior managers.
A summary of the frequency with which the

female and

male senior managers reported having each of the careerfacilitating relationships is reported below in Table 6.4.
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It is

followed by Table 6.5 which reports the frequency of

having male and female career-facilitating "others"

in each

of the relationship categories.

Table 6.4
Frequency of Career-facilitating Relationships
Relationship

Women

Men

Mentor
Reported no mentor
Reported one mentor
Reported two mentors

0
7
3

9
1
0

Mentoring Bosses
Had no mentoring bosses
Had one mentoring boss
Had two mentoring bosses

6
3
1

1
8
1

Career Guides
Had no career guides
Had one career guide

7
3

7
3

Guardian Angels
Had no guardian angels
Had one guardian angel
Had two guardian angels

2
6
2

7
2
1

10
0
0

3
5
2

Central peers
Had no central peers
Had one central peer
Had two central peers
Had three central peers

1
3
3
3

2
3
3
2

Primary Networks
Had no primary network
Had primary network

2
8

2
8

10

10

3
7

8
2

Boosters
Had one booster
Had one booster
Had two boosters

General Networks
Had general network
Counseling Spouses
Had no counseling spouses
Had counseling spouses
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Table 6.5
Frequency of Having Male and Female
Career-facilitators

Category

Women

Men

7

1

1
0

0
0

0
2
0

0
0
9

Mentoring bosses
Had one male mentoring boss
Had two or more male mentoring bosses
Had one female mentoring boss
Had two or more female mentoring bosses
Had no mentoring bosses

3
1
0
0
6

8
1
0
0
1

Career Guides
Had one male career guide
Had one female career guide
Had no career guides

3
0
7

3
0
7

Guardian Angels
Had one male guardian angel
Had two male guardian angels
Had one female guardian angel
Had two female guardian angels
Had no guardian angels

6
2
0
0
2

2
1
0
0
7

Boosters
Had one male booster
Had two male boosters
Had one female booster
Had two female boosters
Had no boosters

0
0
0
0
10

5
2
0
0
3

Central Peers
All male central peers
All female central peers
Mixed male and female
Had no central peers

5
1
3
1

8
0
0
2

Primary Network
All male
All female
Mixed male and female
Had no primary network

5
0
3

8
0
0
2

Mentors
Had one male mentor
Had two male mentors
Had one female mentor
Had two female mentors
Had one male and one female mentor
Had no mentors

1
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An overview of all of the career-facilitating
relationships reveals distinct differences
of the male and female senior managers
study.

Relationships with mentors,

in the patterns

in Phase II of this

guardian angels,

and

counseling spouses were considerably more prevalent with
women,

while relationships with mentoring bosses and

boosters were more prevalent with men.

Men and women shared

some involvement with career guides and active involvement
with central peers and primary networks.

These patterns can

be clearly seen in Table 6.6 which reports the frequency of
each relationship category for each male and female senior
manager.

Table 6.7

follows,

which summarizes the gender

differences for each career-facilitating relationship
category.
Several themes emerged that differentiated women's and
men's career-facilitating relationships.
differences

These include the

in personal closeness and remoteness of the

relationships of the men and women,

the organizational

positions of men's and women's career-facilitating "others,"
socializing within relationships,

the use of the family

metaphor in describing career-facilitating relationships,
attributions
"others,"

for the motives of career-facilitating

and career interferences by others.

These themes

will be discussed in Chapter VII.
All of the career-facilitating relationships except
those with counseling spouses were organizational
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Table 6.6
Each Relationship

for

Each Respondent
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Table 6.7
Gender Differences for Each
Career-facilitating Category

Relationship with:
Mentors

Women

Men

100%
10%
7 - 1M
1 1 - 2M
2 - 1M/1F
No socializing

1M

Mentoring Bosses

40%
3 - 1M
1 - 2M
Business &
personal
No socializing

90%
8 - 1M
1 - 2M
Business
Socializing
Personality fit
"sameness"
Role modeling

Career Guides

30%
3 - 1M
Across co.

30%
3 - 1M
Chain of command

Guardian Angels

80%
6 - 1M
2 - 2M

30%
2 - 1M
1 - 2M

Boosters

0

70%
All male

Central Peers

80%
90%
All male
5 - all male
3 - M & F
1 - all female

Primary Networks

80%
5 - all male
3 - M & F
Business &
personal
No socializing

80%
All male
Business
Socializing

General Networks

100%
M & F
All levels
Information

100%
M & F
Lateral & above
Support bases

Counseling Spouses

70%

20%
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relationships.
organization.

Spouses,

of course, were external to the

The organizational relationships were further

divided into non-reciprocal and reciprocal relationships.
Relationships with mentors, mentoring bosses,
guardian angels,
relationships.

and boosters were non-reciprocal
That is,

they were primarily for the benefit

of one of the parties, who,
senior manager.

career guides,

in this study, was the advancing

Relationships with central peers and

primary networks were reciprocal and were described by
senior managers as having the characteristic of mutuality
and sharing.
The organizational relationships,

both non-reciprocal

and reciprocal, were primarily business and career-oriented.
However,

interpersonal qualities were inherent in most of

the career-facilitating relationships.
non-reciprocal and reciprocal groupings,

Within each of the
the career-

facilitating relationships can be represented on a continuum
according to the degree of interaction and personal
involvement within each relationship.
Relationships with mentors, which were exclusive,
trusting,

personally close,

and open, were the most

interactive and had the highest personal involvement with
the career-facilitator.

The next category on the continuum

of non-reciprocal relationships was mentoring bosses.
Although relationships with mentoring bosses were also
trusting and close,

the levels of interaction and personal

involvement were somewhat less intense than in mentor
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relationships.

Participants tended to share less personal

information and were less self-disclosing with their bosses,
and were involved in the relationship for shorter duration
than participants in mentor relationships.
with boosters,

Relationships

on the other end of the continuum of non¬

reciprocal relationships,

had the lowest interaction and

personal involvement between the parties in the
relationship.
Within the reciprocal relationships,

relationships with

central peers had the highest interaction and personal
involvement; they were characterized by friendship,

trust,

and personal closeness and the relationships lasted for long
periods of time.

General networks are at the far end of the

continuum of reciprocal relationships because they were for
occasional business purposes and they lacked personal
closeness.
The continuum of the career-facilitating relationships
is illustrated in Figure 6.1.

The prevalence of women's and

men's involvement in each relationship is also included.
The non-reciprocal organizational relationships that women
were engaged in included higher interaction and personal
involvement than those of the men.

Men and women appear to

have similar patterns of interaction and personal
involvement in the reciprocal relationships.
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Women's high

personal involvement is also characteristic of their
external relationships with counseling spouses.
The senior manager's career-facilitating relationships
that were reported in this chapter will be discussed in
Chapter VII.

High interaction
High personal involvement

>

Low interaction
Low personal involvement

Organizational
Relationships
NON-RECIPROCAL
Mentors

Mentoring
Bosses

(Women)

(Men)

Career
Guides

Guardian
Angels

Boosters

(Women)

(Men)

(Women
& Men)

RECIPROCAL
Central
Peers
(Women & Men)

Primary
Networks
(Women & Men)

General
Networks
(Women & Men)

External
Relationships
Counseling Spouses
(Women)

Figure 6.1
Continuum of Career-facilitating Relationships
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CHAPTER VII
DISCUSSION OF THE CAREER-FACILITATING RELATIONSHIPS
OF SENIOR MANAGERS

The purpose of Chapter VII is to discuss the careerfacilitating relationships that were presented in Chapter VI
and to discuss the differences reported by the men and women
in this study.

The first section compares the results of

this study to the literature on career-facilitating
relationships.

This is followed by a discussion of the

major differences between the career-facilitating
relationships of male and female senior mangers.

The final

section deals with common themes that emerged across the
relationship category types derived from the interviews.

Comparison of Findings to the Literature

One of the outcomes of the study was the development of
a typology of organizational relationships which were
relevant to advancement.

Nine distinct relationship

categories were distinguished from the reports of the
respondents,
and benefits.

each having their own unique characteristics
These categories were defined in Chapter VI.

The findings of this study tend to support and expand
upon research which has been reported by other scholars
regarding organizational relationships.

The typology of

career-facilitating relationships that emerged from this
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study is similar to categorizations reported by other
researchers.

For example,

mentors, mentoring bosses,

the categories described here as
and career guides parallel the

mentoring relationships described by Levinson

(1978),

Clawson

(1984),

(1980),

Kram and Thomas

Kram

(1983),

(1985).

Clawson and Kram

These authors also characterized

the mentoring relationship in terms of advising,
coaching,

sponsoring,

and

teaching,

supporting and focusing on the

protege's development.

Kram's

(1985)

explanation of the

career and psychosocial functions of mentors was also
relevant to traits found in this research regarding mentors,
mentoring bosses,

and career guides.

In a similar way,

the characteristics of guardian

angels and boosters are analogous to the sponsoring role of
mentors which the cited authors have previously described.
Guardian angels and boosters are also similar to PhillipJones'

(1982)

mentoring category of organizational sponsors,

who keep their distance and pull strings at crucial times.
The category of central peers parallels Kram and
Isabella's

(1985)

"collegial peers'" who provide support,

career strategizing,

job-related feedback,

and friendship.

Primary networks is a term and a concept that is also
used by Keele

(1987).

In her work,

as in this study,

a

small set of key people provided support which enhanced
career development.
The category of counseling spouses is one that is not
developed in the literature.

Although Phillip-Jones
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(1982)

does refer to spouses within the category of "family career
mentor," she included spouses along with parents,
grandparents,

and adult children without describing any of

their roles in detail.
Several scholars have presented mentoring relationships
in a typology or continuum.

All of the categorical

groupings defined in this study,
primary networks,

ranging from mentors to

can be similarly placed on a continuum and

can be differentiated by the extent of interaction and
personal involvement within the respective relationship.
The continuum reported in this study is most like that
of Missarian

(1980)

and Thomas

(1985).

four categories of relationships
and peers)

(mentors,

sponsors,

coaches

which were differentiated by identification,

emotional involvement,
mentor.

Missarian presented

and the resources provided by the

Thomas identified three categories of career

enhancing relationships which are differentiated by degrees
of mutuality and personal qualities,
functions.

in addition to career

Neither Missarian nor Thomas included networks

in their models although this study found primary networks
to be an important relationship factor in advancement.
Shapiro et al.'s

(1978)

"patron system," a relationship

continuum ranging from mentors to peer pals,

differentiated

categories by the extent of the career advancement which the
relationship provided.

This study did not evaluate the

promotion potential of each category and,
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therefore,

developed a different basis for categorizing relationships
than did Shapiro et al.
Missarian's,

Phillip-Jones',

and Shapiro et al.'s

typologies of career-facilitating relationships were limited
to women managers.

Thomas'

typology was drawn from a

combined sample of mid-level male and female senior
managers.

The typology in this study was developed from a

mixed sample of male and female senior managers and was then
analyzed according to the differences in men's and women's
experiences.

Discussion of Men's and Women's
Career-facilitating Relationships

The purpose of Phase II of this research was to examine
career-facilitating relationships and to assess whether the
relationships could be differentiated between women and
men.

By examining the particular types of relationships

which supported females and males in their advancement
experiences,

certain patterns emerged which indicate that

there are definitive gender differences.

A description of

these differences and the posing of some explanations for
their occurrence are presented below.

200

Women and Relationships with Mentors

The mentoring category was certainly the most intense
relationship described by participants.

It placed certain

interpersonal demands on the senior manager which were
unique.

The mentor relationship,

like and emotional qualities,
period of time,

with its strong,

parental-

and its duration over a long

required the protege to be open,

trusting,

and receptive in the role of learner.
From the organization's side of the mentoring
relationship,

it is apparent that considerable investment of

time and effort was made by a very influential member of the
company's hierarchy.

It is unlikely that such an investment

would be made randomly.

Rather,

it seems that an explicit

decision was made to develop a particular protege through
the mentoring process.

Whether this was an organizational

decision or one made by the individual mentor can not be
determined by the data from this study.
ingredient,

However,

regardless of the decision source,

a key

appears to be

a determination that a particular person could effectively
use,

benefit,

and be receptive to such a mentoring

relationship.
Given this backdrop,

it is noteworthy that mentoring

relationships were overwhelming dominated by male mentors
and female proteges.

Why did such a pattern emerge?

Part of the explanation may be that since it is men who
are in the powerful organizational positions,
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it would take

a male to provide the needed support and corporate leverage
that women reported receiving in their career advancement
from their mentors.
For the female proteges,

the mentoring relationship

appeared to serve several advancement needs.

In particular,

it allowed the women to develop a career enhancement
relationship which would be strong enough to overcome any
bias that might occur against them as women who were on the
way up.

Several women reported that others tried to

interfere with their careers because,
perceived it,
success.

as the female managers

these others felt threatened by the woman's

A powerful male mentor appeared to offset these

interfering relationships.
The qualitative characteristic of the mentoring
relationships also seemed to mesh with the qualities which
women tend to bring to interpersonal relationships moreso
than do men.

In general,

the women in this study were at

ease with and receptive to the teacher-student,
roles.

parent-child

They appeared more willing to trust the openness of

the mentoring relationships and the self-disclosure that
ensued.

The women brought a readiness to engage in the

intense emotional learning process which characterized the
mentoring relationships.

In effect,

this type of

relationship appeared to be perfectly suited to the kind of
interpersonal expressiveness which is often attributed to
women.
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Putting these factors together results in an
arrangement,

the mentoring relationship, which met both the

explicit needs and the implicit characteristics of both the
mentor as organizational representative and the female
senior managers as preferred protege with inherent
interpersonal traits which were consonant with mentoring.
One of the interesting factors of the mentoring
relationship was the prevalence of mentors who were outside
of the female senior manager's chain of command.

It appears

that it was safer to show the type of vulnerability that was
part of the learning process when the risk of such
disclosure involved someone who was not involved with the
woman's formal performance appraisals.

This explanation is

also supported by the finding that the other two
relationship categories which were predominantly experienced
by women also involved people who were outside of the chain
of command,

namely,

guardian angels and counseling spouses.

The point here is that the relationship categories
which were important in female advancement were those which
did not involve their bosses.

Since women did not readily

develop mentoring boss relationships,

it is plausible to

construe their relationships with mentors as being an
equally effective alternative.
Although research has reported that most male
executives have had mentors

(Jennings,

1971; Roche,

there is no information regarding the organizational
positions of Jennings'

and Roche's reported mentors.

203

1975),

Indeed,

if the experience of Jennings'

executives were with their bosses,
executives in this study,

and Roche's male

as were the male

then those reported relationships

would be consistent with the mentoring bosses described
here.

Men and Relationships with Mentoring Bosses

The pattern of career-facilitating relationships for
men was quite different than that for women.

The principal

advancement support provided to males in this study was from
mentoring bosses.

As noted in chapter VI, mentoring bosses

became important role models for their respective senior
managers.

The males in this study often referred to the

commonalties between themselves and their mentoring bosses;
they socialized together outside of work and appeared to
have developed strong male bonding ties.
Assuming that bosses are expected to develop their
subordinates and typically do so,

the mentoring boss

relationship can be considered an extension of this normal
process of career development,
favored subordinate.

although clearly with a

It seemed as though the mentoring boss

chose a potential "star" from within his subordinate group
to receive his attention.

The additional support by the

boss took the form of providing greater exposure of the
protege to higher levels of management,

for example,

by

allowing the senior manager to make important presentations.
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attend important meetings,

or take on important assignments

in place of the mentoring boss.

Thus,

a legitimate stage

was available to the male senior manager to demonstrate his
competence to influential corporate figures and to generally
increase his visibility throughout the company.
It is noteworthy that the booster relationship, which
was only reported by male senior managers,
guides,

and career

both reflect a similar pattern of advancement

support from within the organizational chain of command.
Boosters and career guides were typically supervisors of the
senior managers' boss.
In examining the mentoring boss relationships of male
senior managers,

it was evident that many of the benefits

derived by the protege were similar to those received by
women managers from their mentors.

Perhaps the men in this

study had no need for mentors because their career
development needs were met by mentoring bosses.
Nonetheless,

these two relationship types, mentors and

mentoring bosses, were characteristically different and
represented the principal gender split in the study.
An interesting question is why men,
mentoring bosses.

and not women, had

The likely explanation for the male

senior managers being involved in this type of careerfacilitating relationships is essentially noted above.
is,

That

the mentoring boss is an extension of standard

supervisory career development of a subordinate,
a selected protege.

albeit with

The absence of this role-defined
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organizational relationship with women and their bosses
requires a more complex explanation.
For the male boss, women subordinates may present
special problems when it comes to selective career
development.

Many of the commonalities of interest which

males may share in and out of the workplace are absent.
Hence,

the socializing component,

so pervasive between

mentoring bosses and their male senior manager proteges is
missing,

along with the kind of special interpersonal

connectedness that results from such activities together.
As suggested by Kanter

(1977)

and Morrison et al.

men may be reversing power, privilege,

and perks,

(1987a),
for those

who are similar to themselves.
Women subordinates who are chosen to receive extra
attention,

time and privileges from their male bosses may

also create risky problems for both the male boss as well as
the advancing senior manager.

The perception of the

relationship having a sexual dimension can be easily
attributed by others when special treatment is given to a
woman by a male boss.

It is also possible that women are

viewed as already having a favored status in the
organization because of affirmative action programs and that
male bosses do not wish to be perceived as further favoring
women.
The career-facilitating relationships of mentors and
mentoring bosses were associated almost exclusively with
women and men,

respectively,

and were seen as the most
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important relationships regarding career advancement.
Mentors and mentoring bosses also have distinctly different
characteristics.

General Comparison of Men's and Women's
Career-facilitating Relationships

The examination of the other relationship categories
which emerged from the study revealed an interesting
finding.

Those types of relationships primarily reported by

women were characterized by key elements which were
consistent with those found in the mentoring relationship.
For example,

both mentors and guardian angels were

predominantly female senior managers'

relationships,

and

both had the key trait of involving a benefactor who was
outside of the chain of command and, who promoted the female
executive in the higher echelons of the organization.
In a similar way,
reported by men,

relationships which were primarily

for example, boosters,

reflected important

variables which paralleled their primary career-enhancing
relationships,

namely the mentoring boss category.

And

relationship categories which were reported with relative
equality by men and women all were comprised of some traits
that were applicable to mentors and other traits applicable
to mentoring bosses.
In other words,

the research found an important degree

of consonance between the gender differentiation of the
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relationship categories.

If mentors and mentoring bosses

are considered to be the primary career-facilitating
relationships for women and men,

respectively,

then the

other categories described in this study may possibly be
viewed as secondary relationships which enhance the effect
of the mentor and mentoring bosses.

There may even be some

subtle synergy which occurs between the diverse, but
consonant,

relationships of female and male managers as they

advance.

Prevalent Themes Across Relationships

Careful analysis of the interviews revealed the
emergence of salient themes which were common to several
organizational relationships and which crossed the
relationship category lines described in Chapter VI.
of these themes were gender specific,
neutral,

Some

others were gender

all were remarkable in their relative

pervasiveness.

The nature of these common factors is

described in the following sections,
illustrations of,

along with

and commentary about,

each relevant

dimension.

Close - Remote Continuum

All relationships, whether within or external to the
work environment,

can be positioned along a close-remote
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continuum which reflects the degree of intimacy between
manager and career-facilitating "other.”

The relationships

described by this study's participants,

regardless of the

categorical typing of the relationship,

tended to fall at

one or the other end of this close - remote continuum.
While most relationships reveal a sufficient mix of
personally close and remote elements to place them somewhere
in the broad middle range between close and remote,
in this study were much more differentiated.

the data

The

relationships relevant to career advancement of the
participants tended to be either personally close or remote.
There was little middle ground.
data from this perspective,

Moreover,

in analyzing the

the differentiation between

genders was especially distinct.
Even within the different relationship categories,
which themselves can be considered to range from more
mentor)

to less

(e.g.,

boosters)

intimate,

(e.g.,

there were sharp

close-versus-remote distinctions in the qualitative nature
of the female and male descriptions of their categoryspecific relationships.
The male relationships consistently lacked a personal
interactive quality,

with the males preferring to keep the

interpersonal actions focused on a purer business/task
dimension.

There was considerable modeling of what was

perceived by the male participants as successful career
enhancing behavior,

but it was modeling from afar and more

stylistically oriented;

a duplication of outer form rather

209

than inner substance.

The men seemed to describe themselves

as learning by watching others rather than sharing with
others.
Even simple social interactions at work,

such as going

to lunch together to talk about career advancement, were
absent from the male group*s reports.
outside of work,

but not at work.

They would socialize

The men did not reveal a

personal nature to their socializing outside of work.
Rather,

their interactions took the form of doing activities

together.

The men actually appeared to deliberately avoid

close relationships at work.

For example, men in this study

said some of the following things about their involvements
in relationships:
I don't have a lot of people.
I don't feel the
need to have a lot of people. I know myself and I
know what I do and what I don't do.... Not a lot
of people. I don't have a lot of time. You have to
spend time to do that, and I tend to not make the
time for that.
I haven't found myself reaching out to really any
people.
I've been pretty self-contained. My engine - I
don't look to others to stoke me up and get me
going.
In addition, male executives in the study did not actively
seek the advice of those whom they saw as potentially
helpful to their career.

Instead,

people in the organization,
observations,

they observed important

interpreted their own

and then reached their own solitary

conclusions about how to behave for success.
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In effect,

the

men gave themselves the advice which they assumed would have
been offered by others.
For the male participants,

their relationships were

much more implicit than explicit.

They tended to be more

remote.
By contrast,

the group of women executives clustered at

the "close" end of the continuum.
dominated by close,

Their relationships were

personal experiences regardless of the

categorical type of relationship.
Female participants spent a lot of time with others.
They met regularly and frequently with people who were
relevant to their advancement and discussed their careers
openly and candidly.
problems,

They shared work problems and personal

though the two-way nature of these disclosures

varied somewhat by relationship category.
The women tended to be willing to reveal their
vulnerabilities to their career-facilitators.
advice from others above,
solicited direct feedback.

They sought

below and lateral to them and they
While men perceived their

careers as being promoted by hidden, behind-the-scenes
supporters, women described the ongoing person-to-person
relationships as being an essential ingredient of their
career development.
Women used their work experiences to establish
connections with others which incorporated a diversity of
task,

career and other work issues.

As a result,

they

established relationships which were much more broadly
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defined than the single work task at hand and,

therefore,

were closer and more personal.
Interpretations of the tendencies of men's and women's
career-facilitating relationships to be close or remote can
be found in the psychology literature.

In the last decade,

several scholars have compared women's and men's
development.

For men,

the emphasis of their development has

been toward autonomy or individuation and for women,

the

emphasis has been toward a process of growth within
relationships

(Chodorow,

1984; Surrey,

1984).

1974; Gilligan,

1982? Miller,

1974,

Men's identity has been defined

through separateness and women's identity has been defined
by attachment to others

(Surrey,

1984).

Developmental theories about men have stressed the
importance of separation from others in early childhood
(Mahler,

Pine,

adolescence
in adulthood

& Berman,

(Erikson,

1975),

1950),

from the family in

and from teachers and mentors

(Levinson et al.,

individual to form a distinct,

1978)

in order for the

separate identity.

a high value has been placed on autonomy,
independence

(Surrey,

For men,

self-reliance,

and

1984).

Recent theories of women's development have emphasized
"being-in-relationships," beginning with early infancy
(Miller,

1984)

and the preschool years

(Chodorow,

extending through middle childhood and adolescence
1984),
Surrey,

and through adulthood
1984).

(Gilligan,

According to Surrey
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1974),
(Miller,

1982? Miller,

1984;

(1984), women's "self"

develops in context of relationships,

rather than as an

isolated or separated autonomous individual.

Furthermore,

women judge themselves around issues of caring and
connectedness to others

(Gilligan,

1982).

Differences in personal closeness in the male and
female senior managers'

career-facilitating relationships

can be further understood by comparing findings regarding
the qualities of men's and women's friendships.
and Peplau

(1982)

Caldwell

studied same-sex friendships and found

that women's relationships showed more emphasis on emotional
sharing and talking and male relationships emphasized
activities and doing things together.
(1977)

Wheeler and Nezlek

also found that young women shared their feelings or

perceptions about themselves and others more frequently,
while young men more often shared an activity such as a
sport or a hobby.
Davidson and Duberman

(1982)

reported that

conversations between women friends tended to be more
personal than conversations between men friends, which
tended to be more topical.

They defined personal

conversations as those which are on an internal level and
centered on feelings and thoughts about oneself and one's
private life.

Topical conversations,

were non-intimate,
sports,

politics,

external,

on the other hand,

and centered on such topics as

or current events.

These studies support the more personal,

emotional

nature of women's career-facilitating relationships in
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organizations and the less personal and more activitycentered nature of men's career-facilitating relationships
in organizations.

These results are based on same-sex

relationships, which easily allow us to draw a parallel to
men in organizations and their male career-facilitators.
However, most of the women in this study had careerfacilitating relationships with men.
though,
men)

It is probable,

that the women brought to their relationships

(with

those qualities attributed to women's relationships.

It is the women in these career-facilitating relationships
who were self-disclosing and willing to reveal their
vulnerabilities.
Indeed,

these psychological theories appear to provide

some of the explanation behind the distinctly different
relational styles of the male and female senior managers in
this study.
The organizational behavior literature may also shed
some light on understanding the close-remote contrast in
career-facilitating relationships for men and women.
References to a masculine culture in organizations and a
prevailing masculine model of management,
upper levels,

especially at

have been cited in Chapter II.

Consequently,

it is possible that men do not need to develop close
relationships in organizations in order to advance because
they fit so easily into the masculine culture and are
readily accepted by important others in the organization
because of their sameness.

It is more difficult for women,
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who are unlike the dominant group,

to fit into the

prevailing style of behavior in organizations and to be
accepted by the influential members of the organization.
Alternatively, women may need to work harder by investing
more time and energy into building relationships.
Although some women are progressing to senior levels of
management in the insurance industry,

they have not become

part of the still persistent "old boys'

network."

One man

in this study described the insurance industry as a "men's
club."

The men in this study reported playing golf,

drinking beer,
bosses,

and socializing with their male peers, male

and other influential men in their organizations.

Women were rarely included in these informal experiences.
Because important information is often shared in the
informal interactions from which women are usually excluded
(Bartol,

1978), women must find other means to get the

information they may need to get ahead.

Possible methods

may include developing relationships with influential people
in the organization
angels)

(mentors,

career guides,

and guardian

as well as relationships with other people

throughout the organizations who can provide important
information

(central peers and networks).

Chain of Command

The insurance industry is one which has traditionally
been conservative.

The companies which participated in this
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research have followed that path and present formal,
hierarchal organizational structures.
these organizations are expected to,
established chain of command.

Personnel within
and do, work within the

Nonetheless,

there are

significant differences between males and females regarding
the organizational hierarchy as it pertains to the
advancement-related relationships which the participants
have established.
Relationships of men in the study were clustered within
the formal hierarchal chain of command.

Those people who

were influential in the participant's advancement were
either their immediate supervisor or in the line of
authority above the immediate supervisor.

For example,

mentoring bosses, men's career guides,

and boosters were

virtually all within the participants'

chain of command.

Women,

on the other hand, while having some career¬

enhancing relationships within their immediate supervisory
structure,

developed most of their significant career

relationships with people who were predominantly outside of
their chain of command.
positions in departments,

These people were at higher
divisions and units other than the

one in which the female executive was working.
women's mentors,

career guides,

For example,

and guardian angels were

usually in high level management positions across the
organization.
It is noteworthy that these cross-departmental
relationships were not simply a function of women seeking
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career support outside of their supervisory chain,

since

these relationships were typically initiated by the other
party.

It appears that the male advancement model is built,

in part,

upon a set of relationships that are bounded by the

chain of command, while the female model has a broader and
more divergent base of relationships across the
organizational structure.
Why are men's career-facilitating relationships within
the chain of command, while women's appear to be outside of
it?
Corporate management positions,
senior management,

especially those of

are held predominately by men.

The

literature tells us that executives prefer to groom and
promote others who are like themselves
Josefowitz,

1980; Kanter,

(Hellwig,

1985?

1977). Male executives are

reported to be more comfortable and trusting of other men
(Fraker,

1984? Morrison et al.,

1987).

These findings in

the literature suggest a subtle collusion by men to maintain
the male power structure in the organization.
true,

If this is

then it is not surprising that career-enhancing

relationships develop between men within the chain of
command where the executive's boss,
supervisors,

or his boss's

can carefully select who fits in best.

Another explanation for male bosses'

selection of men

to develop can be drawn from the literature.

Several

researchers have reported that women are perceived as not
having the skills or traits necessary for senior management
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(Fraker,

1984? Hennig & Jardim,

1977; Sutton & Morse,

1985).

A general bias against women as managers has also been
reported

(O'Leary,

1974).

It is quite possible that

mentoring bosses and others who are in the chain of command
carry some of the same skepticism about women that has been
reported in the literature and,

therefore,

overlook women as

potential "stars" in the organization.
The foregoing reports from the literature can, perhaps,
provide a partial explanation for the finding in this study
that women's career-facilitating relationships fall outside
of the chain of command.

Since supervisors within their

immediate hierarchy were not available to women as career
supporters,

it would be expected that they would look to

influential others outside of the chain if they wanted to
advance in their careers.
Moreover,
own area,

by developing relationships outside of one's

particularly relationships with people in high

level positions, women gained both exposure across the
company and a broader corporate support base.

These

relationships may also serve as substitutes for women's
inaccessibility to the

'old boy network'

in terms of their

ability to obtain valuable information from outside of their
immediate area.
It appears that women's needs for visibility and
organizational credibility are best met by having careerfacilitating relationships with people across the breadth of
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the organization, while men's needs appear to be served by
their relationships within their own areas.

Socializing Outside of Work

Collegiality and friendship at work are often
considered to be a common and traditional vehicle for
establishing important work,
Social activities were,

or even life,

therefore,

relationships.

expected to be reported

by both males and females as one of the indirect methods of
enhancing their advancement opportunities.

Indeed,

given

the dominance of close relationships by female executives
described earlier,

it is reasonable to assume that women

would report engaging in social activities with co-workers
to a greater extent than would males.
However,

one of the paradoxical findings of the study

was that socializing outside of work was reported by
virtually all of the males interviewed,
women.

but by few of the

With the exception of a few women describing an

occasional breakfast or lunch with a work colleague near the
workplace, women's relationships were notably void of social
activity with co-workers outside of work.
The men in the group presented a very different
picture.

They used social events outside of work as their

means of establishing important informal relationships with
others in the organization,

especially higher level
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executives who could be helpful in their advancement.

They

played golf and tennis with each other, would go out for
drinks after work,

and would socialize as a married couple,

in some cases extensively.

In many instances,

these

activities appear to represent a pre-planned system of
exposure to career enhancing senior executives where
talk'

'shop-

could occur in a much less formal setting, without the

performance and evaluative demands of the workplace.
That men felt such a strong and universal need to
develop a social element in their relationships may very
well underscore the importance which they give to particular
relationships in their career advancement.

However,

unlike

women executives who appear to satisfy their work
relationship needs through interpersonal connections at work
which are closer and more substantive, male executives
select the informality of socializing to meet those needs.
Perhaps men are simply perpetuating the

'old boy

network' which males have traditionally used within
organizations to develop their informal, male-only,
relationships.

clublike

Perhaps the demands of family

responsibilities expressed by many of the female
participants preclude the opportunities to engage in social
events with co-workers,

though women were not necessarily

invited to join their male counterparts for after dinner
drinks,

or for golf and tennis.

It does appear,

nonetheless,

that both women and men

recognize the importance of interpersonal relationships as
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being a critical part of their advancement experience.

They

have clearly chosen different ways to operationalize that
recognition.

Males have found the informal social contact

outside of work to be more functional for them as a means to
establish a rapport and a relationship with other important
executives.

Women,

on the other hand,

have developed

relationships with influential others within organizational
parameters.

The Family Metaphor

Just as an organization can be metaphorically described
as a small community with its unique organizational culture,
norms,

rules and structure,

so too can interpersonal

relationships within that organizational community be
metaphorically described in familial terms.

Indeed,

one of

the more striking findings of this study was the virtual
universal references made by the participants to advancement
experiences in terms which are otherwise reserved for family
relationships.
Participants talked about "growing up together" with
their peers in the company or industry; about work
relationships having the intensity of work "marriages";
about "big brothers"; and about various types of parental
analogies.

One participant specifically referred to his

organization as a family.
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Missarian

(1980)

also referred to the family metaphor

in her work on female executives' mentors.

She made the

analogy based on the number of years the executives have
spent in a single organization compared to the number of
years that children spend with their families.
It appeared that for most of the senior managers
interviewed,

their advancement experiences had struck

significant chords which paralleled earlier developmental
growth experiences.

In fact,

they tended to describe their

advancement in the very terms of others helping them to
"grow" and "develop," rather than in terms of "promotion" or
"advancement".

They spoke about "nurturance" and being "the

new kid on the block" and being "wet behind the ears".
There were distinct gender differences within this
family metaphor theme.

Only women executives referred to

their relationships in parental terms of "father-daughter"
and "mother-daughter", while male executives referred to
lateral "peers" and sibling
relationships.

(i.e.,

"big brother")

Relationships between parents and children

are hierarchical and have greater involvement and intensity
than relationships with siblings and peers.

Indeed,

it was

the women who were involved in the more hierarchical and
intense relationships and the men who spent more time with
their peers outside of work.
The parent model in mentor relationships is supported
in the literature.

Levinson

(1962)

described the

identification process that occurs between protege and
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mentor,

a process that has its roots in then parent-child

relationship.

Missarian

(1980)

related a child's

identification with parents and teachers to the protege's
identification with her mentor.
The point that seems to underlie this aspect of the
analysis is that both women and men enter the corporate
advancement track with an attitude and orientation that
appears strongly influenced by their earlier,
experiences.

familial

Although they may share similar experiences of

"growing up" in the company over the years, men and women
tend to orient toward different types of supportive
relationships

(i.e.,

parental vs.

sibling)

develop/advance in the organization.

as they

In other words,

the

differences in socialization between women and men appear to
strongly influence the relationship pathways which they
follow as they grow in the company.

Attribution of Motive

An objective analysis of a career-facilitating
relationship within an organization would likely conclude
that all parties,

as well as the organization,

from the experience.

can benefit

The development of talented employees

by others can be a satisfying accomplishment for the
developer,
enhanced,
It was,

in and of itself; the recipient is certainly
and the strength of the corporation is enhanced.

therefore,

interesting to examine this assumption
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against the participant's actual attributions of motive to
their career facilitators.
were relatively consistent,

The findings described below
regardless of the relationship

category into which the facilitator fell.
Since this study did not include any corroborating
interviews with people to whom the participants related,

it

is not possible to report on the validity of the
participant's perceptions about the motive behind the
relationship.

However,

the consistency with which the

female group and the male group described their respective
career enhancer's motives was significant enough to justify
further comment.
Females volunteered that they felt the people who were
helping them in their career advancement were doing so for
reasons which were altruistic,

benign and supportive.

The

women expressed the belief that their facilitators' motives
were not necessarily personalized toward them,
participant.

the

Their selection as a subject of career support

was seen as almost coincidental to the desire of the helping
parties to give assistance to someone because it was the
right thing to do.

Although the women were not particularly

immodest about their skills,

they did not attribute their

selection to their skills or competence.

Rather,

they

focused on the altruistic intent of their mentors.
The men expressed a very different set of perceptions
regarding their benefactor's motives.

Males attributed

self-serving motives to those persons who supported their
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advancement.

They believed that their own success would

reflect positively upon their career enhancers and that this
was the rationale behind their enhancer's actions.

The male

participants saw themselves as highly competent and believed
that they were viewed by others as such.
were,

therefore,

They felt that they

selected as the recipients of a special

relationship because their own ultimate success would yield
a high return to the benefactor,
the company,

as well.

and in several cases,

to

In other words, men viewed their

career-enhancing relationships as basically reciprocal and
motivated,

not by benign altruism,

but by the gain that

someone as good as themselves would bring to their
benefactor and/or the company as they moved up the corporate
ladder.
It is quite possible that the underlying motives
attributed,

respectively,

by women and men to their career¬

enhancing relationships were more reflective of what their
own motives would be if they were in the benefactor role; or
they may have been expressing perceptions which have
validity.

Further study of the benefactor side of the

relationship would shed light on this question.
clear,

however,

that women consistently believed that their

career enhancer looked good as an inevitable,
incidental,

It is

but

consequence of the relationship, while men as a

group believed that their benefactors'

looking good was an

intent of the relationship from the beginning.
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Interference by Others

Although the principal thrust of this study is on
career-facilitating relationships,

it seemed worthwhile to

incorporate a question in the interview protocol which dealt
with the counter phenomenon,
relationships.

namely career-inhibiting

This was addressed by asking the

participants if they felt that anyone had interfered with or
tried to interfere with their advancement.
Women participants described several experiences in
which attempts were made by others to interfere with their
career progress.

These efforts took the form of spreading

rumors about them, making derogatory evaluative comments
about them to key executives at critical times,

and

promoting other less qualified people instead of them.
The initiators of the career interference varied.
women described being undermined by laterals,

Some

others

experienced the roadblocks from their immediate bosses.

In

most case the women felt that when interference occurred it
was due to her peers,

typically male peers, viewing her as a

competitor and feeling threatened by her advancement
potential.

The participants believed that their male peers

had problems dealing with a strong young woman who was
moving up and that they tried,

therefore,

to derail that

movement by undermining or subverting her progress.
In some cases,
only temporarily.

the interference was successful,
Eventually the women,
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but

at least those in

this study,

gained the advancement which they sought,

it took longer than it might have otherwise taken.
instances,

the interference was not successful.

though

In most

However,

one of the consequences of having to deal with a series of
direct and surreptitious subversions of one's career
advancement by threatened colleagues was that the women
expressed a need to be more sensitive and vigilant to these
threats to their advancement.

This was reported by the

women participants as a matter-of-fact consequence of
promotion to higher levels of management rather than as a
bitter personal response to their earlier career experiences
with interference by others.
With one exception,
others.

the men reported no interference by

The single male who had negative experiences

believed that his lack of a college degree was the principal
reason that others felt that he did not properly deserve
promotion.

Consequently,

with his advancement.

some people tried to interfere

It is possible to draw some parallels

between this male participant's experience and that of women
similarly undermined.

This person

was different from his

male counterparts in the mainstream of the organization,
just as women are often considered to still be outsiders to
the traditional male corporate hierarchy.
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Summary

Chapter VII presented several salient themes that
emerged from the interviews with male and female senior
managers.

The career-facilitating relationships of women

and men ranged from close to remote, with women's
relationships primarily being close and men's being remote.
Men's relationships were primarily within the chain of
command while those of women extended across the
organization.

Both men and women referred to their career-

facilitating experiences using the family metaphor,

although

women referred more to parental analogies and men referred
more to sibling analogies.
Male and female senior managers'
differed in other ways.

experiences also

Men tended to socialize with their

career developers outside of the organization, while women's
interactions with benefactors were limited to the workplace.
Men attributed the development of their career-facilitating
relationships to their supervisor's desire to look good.
Women,

on the other hand,

their mentors.

attributed motives of altruism to

Women also reported attempts by others to

interfere with their advancement,

an experience that men did

not have.
In general,

the relationship categories which were

developed from the study's findings corroborated those of
other researchers.

The unique contribution of this study

was the differentiation which was formed between the career-
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facilitating relationships of women and those of men.
prevalence of women's relationships with mentors,
angels,

The

guardian

and counseling spouses is clearly distinct from

men's involvement in relationships with mentoring bosses and
boosters.

The most influential relationships, mentors for

women and mentoring bosses for men, were discussed as being
further differentiated in terms of the organizational needs
and situations of men and women senior managers,
respectively.
The findings that were reported and discussed in
Chapters VI and VII have several important implications for
the field of organizational behavior,
and for the practice of management.

for future research,
The significance of the

findings will be discussed in the Chapter VIII.
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CHAPTER VIII
CONCLUSION

The purpose of this chapter is to respond to the
general hypothesis and the research questions asked in
Phases I and II on the basis of the findings in the study,
to summarize the major findings,
and implications of the findings,
limitations of the study,

to present the significance
to point out some

and to suggest further research.

General Hypothesis and Research Questions

The results of Phase I and Phase II confirm the major
hypothesis of this study:
Female senior managers *s advancement experiences have
differed from male senior managers1

advancement

experiences.
Based on the data collected from the 31 interviews in
Phase I and Phase II,

the respective research questions can

be answered as follows:

Phase I

Q1.

How have mentoring experiences differed for male and
female senior managers in this study?

Al.

The presence,

organizational position,

sex,

and roles of

mentors differed for male and female senior managers.
More women than men had mentors and women had a greater
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number of mentors than men.

Women's mentors were more

typically at higher levels in the organization than
men's mentors, who were typically their bosses.

Men

had only male mentors; women had primarily male
mentors,

but also had female mentors.

In general, male

and female senior managers identified similar roles
that their mentors played.

However, women's mentors

played the roles of sounding boards,

advisors,

teachers,

providers of support and encouragement,

sponsors,

providers of career guidance,

and providers

of important appointments more often than men's
mentors.

Only men's mentors were described as role

models and only women's mentors were path pavers.

Q2.

How have networking experiences differed for male and
female senior managers?

A2.

Informal networks facilitated the advancement to senior
management of both the men and women interviewed in
this study.

Their networks extended to all levels of

their organizations and were built over many years of
developed trust.

Men experienced easier access to

general networks and more inclusion in networks than
women.

Women's networks were more apt to be developed

from company-wide projects than men's.

Women reported

making more effort at developing networks inside
organizations than men, but men reported spending more
time with people in their networks outside of the work
environment.

Men and women both reported that their
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networks served the functions of improving job
performance,

providing visibility,

information,

providing support,

providing

and aiding advancement.

Networks provided advice and support primarily to
women.

Q3.

How have career oaths differed for male and female
senior managers?

A3.

The male and female senior managers experienced similar
career paths of both line and staff positions,

although

individual women's careers represented a greater mix of
line and staff positions than men's, whose careers were
generally spent in one area.

Q4.

How have grooming experiences differed for male and
female senior managers?

A4.

Grooming experiences were similar for men and women.
With one possible exception,

they apparently depended

on practices of the companies rather than gender.

Q5. How have visibility experiences differed for male and
female senior managers?
A5. Men and women shared methods of visibility to top
management.

Women, more than men,

consider visibility

as including people at all levels of the organization.
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Q6.

Hov have experiences with personnel practices and
policies differed for male and female senior managers?

A6.

The personnel
played a

policies

role

related to Affirmative Action

in women's

advancement.

Participation

in management development programs

played a

for both men and women when

role

particular companies

offered such programs.

Q7.

How have advancement-related experiences outside of work
differed for male and female senior managers?

A7.

Men experienced
accommodation

fewer

family pressures

and greater

from their spouses than women.

Only

women received career-related advice

from their

spouses.

involved

In addition,

community commitments

men were more
and

social

in

life with company

employees.

Phase

Q.

II

How have career-facilitating relationships differed
male

A.

The

and

female

senior managers?

following categories

relationships
mentors,
angels,

emerged

of career-facilitating
from the

mentoring bosses,
boosters,

counseling

central

spouses.

guardian angels,

for

interviews

in Phase

career guides,

guardian

peers,

primary networks,

II:

and

Relationships with mentors,

and counseling

spouses were

considerably more prevalent with women,
relationships with mentoring bosses
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while

and boosters were

more prevalent with men.

Both male and

managers had relationships with central
primary networks.

Women's

female
peers

remote

than those

and business

"others"
those

bonds

focused.

across

the

company.

relationships both
women's

in high,

stronger

of men which were more
Men's

were within their chain of

of women were

and

career-facilitating

relationships were personally closer and had
interpersonal

senior

career-facilitating
command,

influential

while

positions

Men tended to develop their
inside

and outside

career-facilitating

of work and

relationships were

limited

to the workplace.

Comparison of Major Findings
for Male

This
initial

and

study was

Phase

advancement

I

compared male
mentors,

of work were
The
did,

in

also

results
fact,

II

Phases.

The

a broad approach to the

and

female

senior managers

Toward that end,

senior managers'

career paths,

practices.

and

if there were gender differences

female

networks,

personnel

of male

experiences.

and

I

into two distinct

investigation was

experiences

regarding these

Phases

Female Senior Managers

divided

aimed at determining

of

I

experiences with

visibility,

Advancement-related

Phase

grooming and

influences

outside

examined.
of

Phase

I

indicated that men and women

have different advancement
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experiences

regarding many of the studied experiences.
mentors,

networks,

Experiences with

and advancement-related experiences

outside of work each revealed several differences for the
male and female senior managers.

Most were combined into a

common theme of career-facilitating relationships which was
investigated in depth in Phase II.

Other differences were

reported in career paths and personnel practices related to
Affirmative Action,
phase.

but were not pursued in the second

The other experiences involving visibility,

grooming,

and other personnel practices generally did not

reveal distinct gender differences.
Phase II of the research expanded these Phase I results
by examining in depth the career-facilitating relationships
of male and female senior managers.

The findings from this

second phase revealed many similarities to those
relationship-related findings of Phase I.
both phases,

For example,

all women reported having mentors,

in

while some

men reported having mentor-like relationships in their
career advancement.

A distinction was made in the Phase II

analysis between mentors,
and mentoring bosses,
too,

experienced primarily by women,

experienced primarily by men.

was consistent with Phase I.

category of mentors

This,

When the composite

in Phase I was re-examined,

it was found

that all of the Phase I mentors of men were actually their
bosses.
The results
split.

in Phase II clearly demonstrated a gender

Women's mentors were organizational

235

"stars" who were

typically several
company,

levels above them from other areas of the

while men's mentoring bosses,

as mentors

in Phase I,

own areas,

i.e.

who were referred to

were one level above them in their

their immediate supervisor.

Both men's and

women's mentors and mentoring bosses were predominantly
male.

In Phase I,

roles,

such as teaching,

advising,

women's mentors served developmental
supporting,

encouraging,

as well as career advancement roles,

and

such as

sponsoring and appointing to important committees.
mentors,

as defined in Phase I,

as defined in Phase II,

Men's

and their mentoring bosses,

primarily served career advancement

roles.
One interesting finding in Phase I was the element of
"path paving" by women's mentors.

The women reported that

their mentors did the necessary direct and behind-the-scenes
work to pave the way for their advancement.

Although this

type of assistance was not articulated in the same terms by
the female senior managers

interviewed in Phase II,

many of

the activities described by women in Phase II regarding
their mentors had very similar effects as the path paving
described by women in Phase I.
The results of Phase II also paralleled those of Phase
I with regard to networks.

Although the Phase II

examination differentiated between primary and general
networks and placed greater weight upon primary networks,
the overall
phases.

finding regarding networks was similar in both

Networks,

which actually were comprised of male
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members for the men senior managers and of male and female
members for the women senior managers, were viewed as
invaluable career-facilitating relationships for both
genders in this study.

There were two major differentiating

factors between men's and women's networks which appeared in
both phases.

First, women maintained their networks within

the workplace and men maintained theirs both inside and
outside of the organization.

Second, women were involved in

same-gender networks simultaneous to being involved in other
networks.
Still another similarity between Phase I and Phase II
was the report by the interviewees that their spouses
advised them about their career advancement.

In Phase II

this was referred to as counseling spouses.
The greater focus on career-facilitating relationships
of Phase II yielded results which allowed the expansion of
several elements that had been initially developed in Phase
I.

The category of mentors in Phase I was further

delineated in Phase II into mentors and mentoring bosses,
and the distinction proved to be one of the actual gender
differences in career-facilitating relationships.
Delineation in Phase II was also made between primary
networks and general networks,
network category in Phase I.

rather than the composite
The findings of Phase II also

provided a basis for distinguishing four additional
categories of career-facilitating relationships:
guides,

guardian angels,

boosters,
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career

and central peers.

An overview of the career-facilitating categories in
Phase II and the respective gender distributions in each
category revealed some clear patterns that differentiated
male and female managers'

experiences.

Women showed a

prevalence of relationships with mentors,

guardian angels,

and counseling spouses while men showed a prevalence of
mentoring bosses and boosters.

Participation in

relationships with career guides,

central peers,

and primary

networks appeared to be similar for men and women.
Women's relationships tended to have stronger
interpersonal bonds than men's and their career-facilitating
"others" were in more influential positions in their
organizations than were men's.

The career-facilitating

"others" described by male senior managers were either their
bosses or their bosses'

supervisors and these relationships

tended to be business-oriented rather than personal.
Several important general themes were developed
regarding the male and female senior manager's facilitating
relationships.

These, while only suggested in Phase I,

were clearly evident in Phase II.

A "close-remote"

continuum emerged which depicted a range of personal
closeness in male's and female's career-facilitating
relationships.

In general, women tended to have closer,

more personal career-facilitating relationships than did
men, who reported having career-facilitating relationships
that were more remote; that is,

they lacked personal

closeness and were more role-defined than informal.
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A second theme was that most of men's careerfacilitating relationships were within their chain of
command, whereas women's relationships were across the
organization.

Third,

regardless of the particular

relationship category involved, men tended to socialize with
career-facilitating "others" outside of the workplace.

For

example, men played golf, went out for beers and socialized
often with their spouses.

Women,

on the other hand,

tended

to limit their relationships with career-facilitating others
to the workplace.
Two other themes which were common to both Phases, but
which were more evident in Phase II, were the use of the
"family" metaphor in describing career-facilitating
relationships and the reporting by some women that others
had tried to interfere with their career development.
A theme that became obvious in Phase II of the study
was the difference in attributions for the motives of the
career-facilitators by the senior managers.

Women tended to

attribute altruistic motives to their career-facilitators,
while men described the motives as being self-serving for
their facilitators.
In summary,

the findings in Phases I and II confirm

that advancement experiences have differed for the male and
female senior managers in this study.

The first phase

suggested that the theme of career-facilitating
relationships,
Action,

as well as career path patterns, Affirmative

and community involvement,
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differentiated the

advancement experiences of male and female senior managers.
Phase II further delineated differences between the
advancement experiences of the men and women by developing
an expanded typology of career-facilitating relationships
and by identifying both frequency and qualitative
differences in the types of relationships engaged in by the
men and women.

Cross-category themes that differentiated

men and women also emerged in Phase II.

Significance of the Findings in the Study

This study has made several important contributions to
the field.

First,

this research has expanded the existing

literature on career-facilitating relationships, which has
previously treated these relationships as if they were
gender neutral.

Although the general patterns of

relationships described in this study are similar to those
described in the existing literature,

the distinctions found

by gender are markedly different from previous research.
This study suggests that relationships with mentors,
guardian angels,

and counseling spouses may be more common

to women whereas relationships with mentoring bosses and
boosters may be more common to men.
The patterns within the typically-male and typicallyfemale sets of career-facilitating relationships deserve
attention.

Men's primary career-facilitators were within

their chains of command.

The organizational hierarchy,
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therefore,

has worked in the men's favor by providing them

with the support,

guidance,

and sponsorship they may have

needed to advance to senior management.

If the male

advancing senior managers were developed and promoted within
their own areas,

they probably did not need to be involved

in career-facilitating relationships across their
organizations.
Men also tended to socialize outside of work with their
career-facilitators.
chains of command,

Since their facilitators were in their

the socializing probably tended to

enhance male bonding within the hierarchical structure and,
therefore,

perpetuate the old boys'

network within the men's

own areas.
Women's career-facilitating relationships,

on the other

hand, were primarily outside their chains of command with
influential managers who were several levels above them.
Perhaps women needed to have developers and sponsors across
their organizations because their immediate organizational
hierarchies did not foster their advancement.

Therefore,

may have been necessary for the women to develop
advancement-enhancing relationships with others outside
their areas.
Mentors who were across the organizations offered an
alternative for women to the lack of career facilitation
within their own immediate hierarchies.
helped in other ways,

too.
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They may have

it

Mentors' positions outside of the women's areas may
help to explain the differences in career patterns of the
male and female senior managers in both phases of this
study.

Women's experiences in a combination of line and

staff positions may have resulted from having mentors in
areas other than their own, who,

because of their

influential positions within the organizations, were able to
influence the women's promotions into several areas across
the organization.

Men's advancement,

on the other hand, was

primarily through either line or staff positions, which may
be explained by their career facilitators being in their
same areas.

This possible explanation for the differences

in career paths is purely speculative.
senior managers'

Male and female

career patterns would have to be studied

further with a larger sample in order to reach any
conclusions about the relationship between mentors'
organizational positions and promotion patterns of proteges.
The differentiation between individual and sets of
career-facilitating relationships for men and women suggests
that career-developing experiences occur differently for men
and women.

This not only supports the need for separate

theories of career development for men and women,

but also

focuses on career-facilitating relationships as one of the
ways in which men's and women's work experiences differ.
also suggests that organizational hierarchy may very well
contribute to the differences in mens and women's
advancement patterns.
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It

The literature has urged women to seek mentors.
Emphasizing the need for mentors may,

in the long run,

actually perpetuate women's difficulties in breaking the
glass ceiling.

The search for mentors may very well be a

compensation for the system of management development,
namely mentoring bosses,

that has failed to tap both male

and female talent within organizations.

Indeed, mentors may

be unnecessary for women if their potential is recognized
and nurtured within their existing chain of command.
onus of responsibility,

therefore,

The

rests with organizational

leaders who should encourage their senior executives to
develop "stars" within their areas through the supervisory
system that is already in place,

regardless of gender

differences.
Another contribution of this study is its focus on the
positive aspects of women's experiences as they have
progressed to senior management.

Much of the literature on

women in management has been focused on why women have not
progressed in management or have not fit into the masculine
culture of organizations.

Although the findings in this

study do suggest subtle organizational deterrents to women's
advancement,

such as a pro-male bias in the development of

senior managers within their immediate hierarchies,

this

study also offers a positive perspective on women's
advancement.
advancement,

First,

it emphasizes women's success at

rather than their failure.

The women in this

study were incredibly resourceful at and receptive to

243

developing the various types of relationships that they
needed to advance in the predominantly male environment of
senior management.
Second,

and of greater importance,

is the finding that

women's styles of advancement may be different than men's
and that women's ability to more easily establish close,
personal relationships may be an important contribution to
their career advancement.

The interpersonal strength that

women often bring to organizations and to management may
very well be what facilitates their advancement.

Of course,

both men and women must have the necessary competence to
reach senior management, but the path of bringing that
competence to the top may very well be different for men and
women.

Women's relational qualities may,

in part,

offset

men's ease of fitting in.
This study is important because of its potential
contribution to organizational practice.

First,

if

relationships with mentoring bosses are viable means for
developing competent, high-potential managers,

then it

behooves organizations to develop programs to train and
encourage their managers to identify and develop the talent
they supervise.

Furthermore,

if the pattern of mentoring

bosses existing more for men than women is representative of
what occurs in most organizations,

then executive

development programs can focus their efforts on ameliorating
the disparity by preparing bosses to mentor high potential
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men and women.

Extra efforts may be required for male

bosses to mentor their female subordinates.
The results of this study also suggest to organizations
that it is important for companies to design executive
development opportunities that are consonant with potential
executives'

preferences.

That is,

a variety of career-

facilitating relationships should be fostered that range
from being close,

interactive and somewhat personal to those

being more business-oriented and remote.

This would provide

important career development systems that would match the
feminine and masculine styles of the future executives.

Limitations of the Study

There are several

important limitations to this study

which must be recognized.

Although the composition and size

of the sample was sufficient to provide considerable data
and relevant results,

the fact that only one party to the

relationships under investigation was interviewed may well
have biassed some of the findings.
interviews with,

for example,

The absence of parallel

the actual mentors and

mentoring bosses of the senior managers,

leaves unanswered

questions about the characteristics of the relationships
that go beyond the perceptions of the senior managers'
reports.

While such parallel

interviews were well beyond

the scope of this particular study,
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it appears that

significant additional information about these relationships
would result from incorporating that process into the
methodology.

Although it is likely that the perceptions of

the facilitators would differ from those of the participants
(Smircich & Chesser,

1981),

both perspectives would add a

more thorough understanding of the career-facilitating
relationships.
The one-industry sample posed a limitation to the
study.

Because few women hold senior management positions,

it was necessary to interview respondents in several
companies in order to have an equal number of men and women
in the study.

Using different companies made the sample

less homogenous since each company had its own advancement
methods and culture.

The selection of one industry,

however, was designed to ameliorate that problem.

Indeed,

the relative consistency of the findings across companies
indicates that the factors examined may not have been
particularly company-specific,

and,

that the findings are generalizable.

therefore, may suggest
Nonetheless,

the

limitation of the study to one industry raises the question
of whether or not the results of this study are
generalizable to other,

less traditional industries.

One of the consequences of the general paucity of women
holding senior management positions was that very few women
were identified by the interviewees as primary career
facilitators.

The vast majority of career facilitators for

both male and female senior managers were male.
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This study

did not address the differences between the relationships
with the male facilitators and the few female facilitators.
It is certainly possible that relationships with careerfacilitating women would be qualitatively different from
those with the male facilitators reported here.
Whenever open-ended interviews are conducted,

there are

some limitations to the degree of complete interview-tointerview consistency.
with gender issues,

Moreover,

since this study deals

the issue must be raised about whether

or not the female researcher established the same degree of
rapport with both male and female interviewees.

It is

possible that either the men or the women may have raised or
explored other issues had they been interviewed by a man.
The study design,

in focusing exclusively on managers

promoted to senior positions,

precludes inferences that the

experiences reported by the men and women actually caused
their advancement.

A design comparing those who succeeded

with those who did not would be necessary to enable such
causal inference.
Finally,

the exploratory nature of this study provided

considerable breadth in a basically uncharted area,

but it

also precluded an in-depth investigation of any single
aspect of the study.

Perhaps this can also be viewed as a

strength because of the number of possibilities for future
research that can be generated from this study.
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Implications of Study for Future Research

This study reported several important findings that
warrant additional attention and research.

To begin,

those

experiences that were identified in Phase I as not showing
differences between male and female senior mangers'
experiences may,

under different circumstances, have shown

clear differences.

For example,

a study with a large sample

of male and female senior managers and,

perhaps,

including

the officer levels below senior managers, would provide a
better picture of the differences in career paths of men and
women.

Earlier literature reports that women usually

progress through staff positions and men through line
positions.

This study refutes that finding,

but does not

have a large enough sample to characterize the differences.
In addition,

it would be interesting to study if there are

patterns between the types of career-facilitating
relationships one has had and the career path one has
followed.

For example,

do senior managers who have had

mentors follow career paths across the company while those
with mentoring bosses follow carer paths in the same area?
This study identified a typology of career-facilitating
relationships that differed for women and men.

The gender

differences can be further pursued following the same
typology.

For example,

a more in-depth examination and

comparison of relationships with mentors and relationships
with mentoring bosses from the perspectives of both parties
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would add to the understanding of how men's and women's
career-facilitating relationships differ and how
opportunities for such relationships differ for men and
women in organizations.
Another important investigation would be a comparison
of the qualitative differences in the relationships between
male/male,

female/female, male/female,

career-facilitating relationships.

and female/male

Not only has the

literature not reported separate career-facilitating
relationships for men and women, but it also has not
addressed the differences in the different gender
combinations.

This kind of investigation,

particularly from

the perspectives of both the senior manager being advanced
and the facilitator,

would provide information about

similarities and differences in the characteristics and
benefits of similar relationship categories for different
gender combinations.
Although ninety percent of the senior managers in this
study had mentors or mentoring bosses,

the necessity for a

mentor type of relationship in order to reach senior
management can not be assumed.

Do men and women with

mentoring relationships at lower levels all make it to
senior management?

Is it more likely that men or that women

with mentoring relationships will progress?
This study found that men are more likely to have
mentoring bosses while women are more likely to have
mentors.

Does this suggest,

therefore,
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that male bosses are

more likely to invest their energy in the development of
their male subordinates rather than their female ones?

This

would be an important avenue to pursue in order to help
organizations determine whether they are inadvertently
contributing to unbalanced efforts in the management
development of men and women.
The prevalence of mentoring bosses for men and mentors
for women raises questions about organizational structure.
The insurance companies in this study operate within
traditional hierarchical structures.

The differences in

patterns of career-facilitating relationships fit neatly
into a hierarchical structure.

That is, men's relationships

are vertically within the hierarchical structure, whereas
women's relationships are horizontally and vertically within
the hierarchical structure.

Would career-facilitating

relationships differ in a more organically structured
organization or one in which high performance work teams
prevailed?

Further study of career-facilitating

relationships within different organizational structures and
forms would contribute to our understanding of the role of
organizational context on career-facilitating relationships.
Are there certain types of organizational structure or
culture that facilitate advancement for both men and women?
Are there organizational factors that impede opportunities
for their male or female "stars" and,

therefore,

limit the

quality of top management in the organizational future?
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This study identified several different categories of
career-facilitating relationships.

It would be helpful to

know if there are particular periods in one's career when
certain relationships are more important to advancement than
others.

Might this differ for advancing women as compared

to advancing men?
Perhaps the most informative comparison of men's and
women's advancement experiences would be a longitudinal one.
By following potential "stars" in an organization,

one may

be able to compare the similarities and differences of men's
and women's experiences,

as well as begin to understand the

importance of various advancement experiences and
relationships in one's career progress.
Current academic and popular literature has urged women
to find mentors and develop networks if they want to climb
the corporate ladder.
for women or men?

Is one more important than the other

Many of the men in this study reported

that their "support bases" were very important to their
advancement.

A thorough study with a large population of

men and women would help determine whether it is mentors,
networks,

or support bases which contribute the most to

one's advancement and whether these differ for men and
women.

This study did not measure the relative worth of

different career-facilitating relationships;

such an

examination in the future would provide valuable information
to potential executives.

251

Another interesting aspect of this study is the
difference in the work/family interface for male and female
senior managers. A comparison of how high level men and
women "manage" their careers and family lives might provide
some important models for both male and female executives,
as well as provide organizations with guidelines for
supporting the successful balancing of career and family
lives of their top level management.

The women in this

study, most of whom were married with children,

have

demonstrated that organizations do not need to separate
high-potential "career-primary" women from "career-andfamily" women,

as recently argued by Schwartz

(1989).

This study has focused on the experiences of advancing
managers and has not addressed particular attributes or
performance abilities of the potential senior manager.

The

relative importance of the aspiring senior managers's
abilities,

in addition to the person's experiences and

relationships, would be valuable to pursue,

especially to

determine if they may differ for men and women.
The suggested areas for further research mentioned
above would extend the findings of this study and continue
to expand the body of knowledge about advancement to senior
management with respect to gender differences,
and career-facilitating relationships,

in general,

in particular.

Increased understanding of gender differences in advancement
experiences will help organizations provide better
opportunities for their talented men and women to advance to
senior management.
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APPENDIX A
Interview Schedule I

Each interview will
following:

begin with

a

statement

similar

to

the

"I'm going to ask you a set of questions to help me
understand how executive advancement occurs in your industry,
I am particularly interested in your personal advancement
experiences.
I plan to use the information that I learn in
the interview as data for my doctoral dissertation.
Of course, everything that you tell me will be kept
strictly confidential and nothing that you say will ever be
identified with you personally or with your company.
I will be taping the interview so that I can have all of
the information that I need from the interview without having
to be distracted by taking extensive notes.
As we go through
the interview, if you have any questions or would like to have
a question clarified, please feel free to ask.
Any questions before we begin?"

254

PART I - Job Chronology
"During the first part of the interview, I will be asking you
some questions about the positions you have had with the
company."
1.

How long have you worked for

(name of company)

?

2. What is the title of your present position?
3.

Please describe
position.

your

4. Who are your peers?
do?

responsibilities

in

What are their titles?

your

present

What do they

5.

How long have you been in your present position?

6.

Please tell me the titles of some
level beneath your position?

of

the positions

one

7.

Please tell me the titles of
level above your position.

of

the positions

one

8.

How would you describe the placement of your position in
the hierarchy of your company?

.

some

"Now I'd like to hear about your previous position"

9. What was your title?
10.

In what company were you

11.

How long were you in that positions?

12.

13.

14.

15.

(position just named)?

Please
give
me
a
brief
description
responsibilities as __i.

of

your

How would you describe the placement of your position in
the hierarchy of the company?
What position did you have
position?
In what company?

prior

to

your

previous

How long were you in that position?

16. Where was that position in the organizational hierarchy?
17.

Is there anything else about your job history that you
think would be helpful for me to know?
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PART II - Description of Advancement Experiences - General
"The next set of questions will focus on your advancement to
senior management.
I am mainly interested in learning about
the opportunities,
situations,
and experiences that have
existed for you within your organization(s)."
1.

In you opinion, what situations,
led to your promotions?

events,

or

(If necessary,
probe to gain information
events, people, particular "hoops'", etc.)

experiences

about

key

2. What aspects of working at _ made it easy for
you to advance?
3. What aspects of working at _ made it difficult
for you to advance?
4.

Is there anything else you would like to add about your
advancement experiences?

5. What role, if any, did your life outside of regular working
hours play in your advancement?
6.

If there is one factor most responsible for your being
where you are today in your career, what was it?

7. What would you change if you had it to do over again?
8.

Suppose I am a new manager at
(name of company)
with
aspirations to move into top management one day.
What
would you tell me regarding what I would need to know or
do?
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PART III - Description of Advancement Experiences - Specific
"The
last
set
of
questions
will
also
relate
to
your
advancement experiences.
I'll ask you about some specific
factors or influences on advancement that I have identified
from some reading I have done."
1.

The first factor that is said to play a helpful role in
executive advancement is having a mentor.
When I refer
to a mentor, I'm thinking of an experienced manager who
develops
a
relationship
with
and
facilitates
the
development of a less-experienced employee or manager.
a.

Do you agree that having a mentor plays an important
role in executive advancement?

b.

Have you had someone who "took you under his or her
wing?"

c. Was this person male or female?
d. What was this person's position?
e.

How did you relationship get established?

f. What was your relationship like with your mentor?

2.

g.

Please
tell
me
about
any
other mentor-protege
relationships you have had during your career?

h.

In your opinion,
how important
mentor(s) to your advancement?

was

(were)

your

Next, I'd like to ask you about having access to what is
called the "informal network" or the "inner circle" of
those who are influential in organizations.
a.

Do you agree that having access to the influential
inner circle plays a helpful role in executive
advancement?

b.

Please tell me about the
organization.

c.

How accessible have informal networks been to you?

informal

networks

in your

d. What role do you think these networks played in your
advancement?
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3. It is important to be noticed
and accomplishments.

for your exceptional work

a.

Do you agree with this statement?

b.

What kinds of things did you do that you think caught
the attention of those who might influence your
advancement?

c.

How did
others
learn
accomplishments?

about

your

competence

and

4. Sometimes people are "groomed" for positions in upper
management.
They are directly or indirectly taught the
"proper" values, behaviors, or style of those who are in
the influential in-group of the organization.
a.

Do you agree that being groomed for upper management
plays a role in advancement?

b.

Please tell me about the experiences you had
groomed for the upper ranks of management.

being

5. Next, I'm interested in the number and types of promotions
you have had in this company or in the insurance industry.
(Review from resume as needed).
a.

Beginning with the time you started working in the
insurance industry and ending when you held the
position
(prior to previous) . please tell me the
name of the position you held, the grade level or
its equivalent, and the length of time you stayed
in the position.

b. How does the length of time you spent in each position
compare to the length of time spent by others in
their positions?
c.

How are the step sizes of your promotions similar to
or different from the step sizes of others in your
organization(s)?

6. In your opinion, did your informal or your formal networks
play a more important role in your advancment> Please
explain.
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7.

"Now I'd like to hear about your experiences with formal
personnel
practices,
such
as
assessment
centers,
management potential ratings by your supervisors, EEO/AA
policies
in your organization,
or career development
programs offered by your company."
a.

Which of these or other personnel
your organization?

practices

exist

in

b.

Please tell me about the ones that you think played
a significant role in your advancement to senior
management.

8.

Do you think that the opportunities for advancement to
senior management are the same for women and men in your
organization?
Please explain.

9.

What
do
you
think were
the
differences
between your
advancement experiences and those of your female peers?
Male peers? (Ask peers of respondent's sex first.)

10.

11.

Do
you
think
agree/disagree?

that
your
female/male
Please explain.

peers

would

Earlier I asked you what I would need to know or do as a
new manager aspiring to move up into top management.
Did
you respond to me with advice to a woman or with advice
to any aspiring manager? (If "any," ask both a and b; if
responded to me as a woman, ask only b.)
a.

What

advice

would

you

give

to

a

woman

asking

the

asking

the

guestion?
b.

What

advice

would

you

give

to

a

man

question?
12.

What is the present gender ratio in top management in your
company?
To what do you attribute the present ratio?
What do you think the gender ratio in top management will
be in your company in five years? Ten years? Twenty
years? Please explain why you think it will change (or
not) ?
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"I have completed asking the set of questions that I have
prepared for you, but want to make sure that I haven't missed
anything that you see as having played an important role in
your advancement to senior management.
Is there anything you
would like to add about your experiences or your observations
that I have missed or that may be more subtle than the issues
I have raised?"
"Before we close,
information."

I

need

to

gather

a

little

biographical

Are you married?
Do you have children?

If so,

what are their ages?

What is your highest level of education?
What is your age?
What is your spouse's occupation?

"Thank you very much for sharing your experiences and your
time with me.
The information that you have provided will be
very valuable to the research that I am doing."
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APPENDIX B
Letter to Interviewees in Phase II

July 28,

1988

Dear-,
Thank you for agreeing to participate in my dissertation
research on advancement to senior management.
As I mentioned on the phone, I am enclosing a career
history form for you to complete.
Please return it to me in
the enclosed envelope before our August 22nd interview.
Please
note
that
there
are
four
parts
to
the
questionnaire, so if you don't use all of the space provided
for part 1, go on to parts 2, 3, and 4.
I'm looking forward to meeting you and talking with you
about your career advancement.
See you on the 22nd at 3:00.

Sincerely,

Susan Morse
115 Wenonah Road
Longmeadow, MA 01106
413/567-5545
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APPENDIX C
Career History Form:

Name _

I.

Phase II

Today' s date _

Career History

Please describe your career history beginning with your
present position.
Treat all positions you have had within
your present company as distinct jobs.
If you have worked in
other insurance companies or have had other positions outside
of the insurance industry, include them as well.
A.

Present job title _
Company _
Area,

division,

or unit _

Approximate date you began this position _
Is this considered a _line or a _staff position?

B.

Previous job title _
Company ___
Area,

division,

or unit _

Approximate date you began this position_
Is this considered a _line or a _staff position?
Is this position considered senior management?_yes _no

C.

Previous job title _
Company___
Area,

division,

or unit ____

Approximate date you began this position _
Is this considered a _line or a _staff position?
Is this position considered senior management?_yes-no
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D.

Previous job title _
Company __
Area,

division,

or unit _

Approximate date you began this position_
Is this considered a _line or a _staff position?
Is this position considered senior management?_yes _no

E.

Previous job title _
Company _
Area,

division,

or unit _

Approximate date you began this position_
Is this considered a _line or a _staff position?
Is this position considered senior management?_yes _no

F.

Previous job title _
Company _
Area,

division,

or unit _

Approximate date you began this position_
Is this considered a _line or a _staff position?
Is this position considered senior management?_yes _no

G.

Previous job title _
Company ___
Area,

division,

or unit _

Approximate date you began this position_
Is this considered a _line or a _staff position?
Is this position considered senior management?_yes _no
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H.

Previous job title __
Company _____
Area,

division,

or unit __

Approximate date you began this position_
Is this considered a _line or a _staff position?
Is this position considered senior management?_yes _no

I.

Previous job title __
Company ___
Area,

division,

or unit

Approximate date you began this position_
Is this considered a _line or a _staff position?
Is this position considered senior management?_yes _no

Note: If you need more space,
and follow the format above.

please attach a sheet of paper

Is there
history?

to

anything

you'd

like
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add

related

to

your

career

II.

Educational History

Please list schools attended since high school,
including
major, degree or program, and year completed or anticipate
completing.

School

Major

Degree/Program

Date of completion

School

Major

Degree/Program

Date of completion

School

Major

Degree/Program

Date of completion

School

Major

Degree/Program

Date of completion

Is
there
anything
you'd
like
to
add
related
to
your
educational history? _
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III.

Personal Information

Your date of birth____
Marital status: _Married
_Divorced

Spouse's occupation,

_Remarried

_Single

_Separated

_Widow/er

if applicable __

Was spouse employed during your career advancement?
_Yes
_No
If yes, check those that apply:
Full time:
Part time:

All of the time
All of the time

Most of time
Most of time

Is spouse currently employed?

_Yes
_No
_Full time

Do you have children?
If

_Yes

yes, fill in children's
living with you:

Some of time
Some of time

_Part time

_No
ages

below

and

circle

those

Is there anything you'd like to add related to your personal
background? _
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IV.

Community Involvement

Please list any boards, committees, or civic activities
which you've served during the past ten years.
Boards,

civic activities

on

Dates

Is there anything you'd like to add related to your community
involvement?_

Thank you for your assistance with my research.
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APPENDIX D
Interview Schedule II

Each interview will
following:

begin with

a

statement

similar

to

the

"Thank you for agreeing to participate in my research and for
completing the career history form I mailed you.
During the
interview I'll be asking you a set of questions to help me
better understand executive advancement, in general, and more
specifically,
the roles of other people in that process and
how those relationships may have influenced your advancement
process.
I plan to use the information that I learn from the
interview as data for my doctoral dissertation.
Of course, everything that you tell me will be kept
strictly confidential and nothing that you say will ever be
identified with you personally or with your company.
I will be taping the interview so that I can have all of
the information that I need from the interview without having
to be distracted by taking extensive notes.
As we go through the interview, if you have any questions
or would like to have a question clarified, please feel free
to ask.
Any questions before we begin?"
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PART I - General Information
"I'd like to quickly glance at the career history form you
completed to see if I have any questions."
If no questions
or in addition to any questions:
1.

Is there anything you'd like to add to tell me related to
your career history?

2.

What level position in your company
senior management?

3. Who is your present boss?
4.
5.

is considered to be

To whom does he (or she) report?

How many levels is your position from the top?
Have you ever
promoted?

skipped

any

grade

levels

when

you

were

PART II - Description of Advancement Relationships
Section A - Mentors
"The next set of questions is about mentors.
When I refer to
a mentor I'm thinking of an experienced manager who develops
a relationship with and facilitates the development of a less
experienced employee or manager."
1.

During your career have you ever had a more senior manager
who has developed a relationship with you that has
facilitated the development of your career?
(If yes,

2.

proceed;

if no, move to section B)

Please tell me about one of
relationship with this person.

your

mentors

(If following information is not provided,
follow-up.)

and

your

ask as

a. Mentor's age?
b.
Your
position(s)
in
organization
during
relationship?
c. Mentor's position(s) during the relationships?
d. How did relationship begin?
e. Length of relationship?
f.
What do you think the mentor gained
from
relationship?

the

the

3. What direct and indirect roles did this person play in your
career development?
4.

In what other ways was this relationship important to you?
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5. Did the fact that you and your mentor were both men (women)
seem to help or get in the way of the process of your
career development?
(Did the fact that you are a woman and your mentor was a
man...
Did the fact that you are a man and your mentor was a
woman...)
6. Have there been others who've served in that kind of mentor
role for you?
(If person reports more than one mentor, repeat questions 2 5 for each mentor.)
7.

Do you have a mentor now?

Section B - Other Advancement-related Relationships
8.

In addition to the
#
person/people who have been your
mentors,
I'm also interested in learning about the
various kinds of non-mentor relationships you may have
had that have had a bearing on your career development
and advancement - either directly or indirectly.
In
other words, who else has been important to you in your
advancement and in what ways?
Can you name a few people
who fit into that category?
(Build on their answers to include the following:)
a. Person's position within organization?
b. Time and position in your career?
c. Person's age?
d. How did it begin?
e. What roles did this person play?
f. Any other reasons why it's been important to you?
g. What do you think other person gained from the
relationship?

9. Are there others?
10.

Do you have any of these type relationships now?
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Section C - Relationships in Informal Networks
"The last set of questions
networks at _. "

has

to

do

with

your

informal

11. Can you describe your informal network, that is,
can you
tell
me
a
little
about
those
people
within
the
organization who you may go to for information to
discussion about various issues?
(Include the following questions, if not provided:)
a. Who is in your networks?
b. Where are they positioned in the organization?

12.

Those informal relationships are usually very important
in organizations? Are there particular ways they've been
valuable to you?

13.

Can you give me some examples of the kinds of things you
deal with people in your informal network?

14.

How have your informal networks changed since you became
a senior manager?
In other words, what were they like
before and what are they like now?

15.

In most organizations there's usually a "power network,"
or an informal network of very influential people.
a. Can you tell me a little about the power network here
at _i.
b. Who is in it?
c. What is your connection to it?
d. Do you have access to it?
How does one access it?
e.
What
is
the relationship,
if any,
between the
influential network in the organization and your own
informal network?

Section D - Other Related Information
16.

Is there anyone in your organization who you think tried
to interfere with your advancement in any way?
If so,
can you tell me a little about your relationship with
this person and what happened?

17. Are there any other people in your company who have been
important in your career development whom we have not
discussed already? If so, can you tell me a little about
them?
18. Are there any people outside of your organization who have
been important to your career development?
If so, who
are they and what roles have they played?
19.

In closing,

is there anything else you would like to add?
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